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Office  of  the  Mayor 
San  Francisco 


DIANNE  FEINSTEIN 


January  30,  1986 


The  Honorable  Board  of  Supervisors 

City  Hall ,  Room  235 

San  Francisco,  CA  94102 

Dear  Ladies  and  Gentlemen: 


Over  the  past  three  months,  letters  have  been  sent  to  all  City  departments 
with  my  assessment  of  their  performance  in  the  fiscal  year  1984-85,  based 
upon  the  specific  objectives  set  under  our  Management-By-Objectives  (MBO) 
system. 

Copies  of  each  letter  have  been  sent  to  each  of  you  and  to  the  budget 
analyst  as  they  have  been  issued. 

This  document  is  meant  to  provide  a  bound  compendium  with  all  MBO  analyses 
so  that  you  might  more  easily  review  progress  made  in  achieving  the  key 
goals  of  department  activities. 

We  intend  to  continue  to  use  the  MBO  system  as  a  primary  management  tool  to 
set  expectations  and  track  progress  in  each  City  department.  Please  refer 
to  the  quarterly  reports,  my  annual  letters,  and  the  performance  information 
in  my  annual  recommended  budget  as  part  of  your  oversight  activities.  If 
you  have  any  questions,  or  wish  to  make  suggestions,  please  feel  free  to 
contact  me. 


/  A-^» 


DF/PH/hj 


Clerk  of  the  Board 
Budget  Analyst 
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Office  of  the  Mayor  yti^^Hsk.  Diannb  Fcinsteii 

SAN    FRANCISCO 

January  3,  1986 


Frank  H.  Talbot,  Ph.D. 

Executive  Director 

California  Academy  of  Sciences 

Golden  Gate  Park 

San  Francisco,  CA     94118 

Dear  Dr.  Talbot: 

A  review  of  your  1984-85  MBO  performance  report  indicates 
another  successful  year  for  the  California  Academy  of 
Sciences . 

The  Academy  hosted  1,472,172  visitors,  a  small  increase 
over  the  previous  year's  1,469,741,  and  the  highest  figure 
in  the  last  four  years.   There  were  many  activities  that 
contributed  to  the  ever-increasing  popularity  of  the 
Academy,  and  some  of  these  deserve  special  mention. 

— >  New  aquarium  exhibits  increased  from  18  for 
1983-84  to  25  for  1984-85.   In  addition  to 
presenting  more  new  exshibits,  the  aquarium 
entrance  foyer  was  refurbished  and  repainted. 
The  quarters  of  the  aquarium  were  carpeted  to 
create  a  more  pleasant  atmosphere.   All  materials 
for  the  enhancement  of  aquarium  facilities  were 
privately  donated. 

— >   The  Hohfeld  Earth  and  Space  Hall. 

This  new  major  permanent  exhibition  located  at 
the  entrance  to  the  planetarium  includes  an 
illuminated  and  revolving  solar  system  and  the 
"safequake"  as  special  features. 

— >   Circles  of  the  World:   Traditional  Art  of  Plains 
Indians 

This  temporary,  major  exhibit  from  the  Denver  Art 
Museum  was  well-received.   More  than  7,000 
children  and  adults  were  given  special  docent 
tours  of  the  exhibit. 
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—  >  Anglers  All 

This  unique  exhibit  presented  the  environment 
through  500  years  of  fly-fishing  and  drew  many  of 
the  Bay  Area's  fly-fishing  fans.   Actual 
fly-fishing  programs  at  Golden  Gate  Park  ponds 
coincided  with  the  exhibit. 

— >  The  education  department  continued  to  present 
extensive  children  and  adult  programs.   Nearly 
500  Bay  Area  teachers  attended  workshops 
presented  by  education  staff.   The  docent  council 
gave  tours  to  more  than  17,000  visitors. 

I  commend  you  and  your  entire  staff  not  only  for 
increasing  services  to  the  public,  but  also  for 
maintaining  the  high  quality  of  services.   The  California 
Academy  of  Sciences  is  one  of  our  City's  finest 
institutions .   Thank  you  for  a  job  well  done. 

incerely  yours, 


Dianne*  Felrv^'t 
Mayor 

DF/BL:pms 
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Office  of  the  Mayor  >^^^<^v  Dianne  Feinstein 

SAN     FBANOSCO 

December  17,  1985 


Mrs.  Arlene  Sauser         ^ 

Chief  Adult  Probation  Officer 

Hall  of  Justice 

850  Bryant  Street 

San  Francisco,  California   94103 

Dear  Arlene: 

Having  completed  the  annual  review  of  Adult  Probation's 
Management-By-Objectives  (MBO)  Performance  Report  for  Fiscal  Year 
1984-85,  I  congratulate  the  Department  on  its  performance 
particularly  in  view  of  the  increase  in  workload. 

Following  are  the  highlights  of  my  reaction  to  the  Department's 
reported  performance  during  the  past  fiscal  year: 

*  On  July  1,  1985,  Adult  Probation  had  an  active  caseload  of 
8,897  compared  to  a  caseload  of  8,392  in  July  1984.   This 
represents  an  increase  of  6%.   The  successful  completion 
rate  for  probationers  was  65%.   In  1982-83,  the  department 
reported  a  successful  completion  rate  of  59%  and  64%  for 
1983-84.   This  shows  a  consistent  pattern  of  improvement. 

*  The  Department  was  successful  in  achieving  its  primary 
objective  of  providing  the  Courts  with  timely,  accurate  and 
complete  reports.   Again  this  year  more  than  99%  of  all 
reports  reached  the  court  within  two  days  of  sentencing. 

*  The  satisfactory  completion  rate  for  the  Drinking  Driver 
Program  (DDP)  is  up  from  92.1%  in  1983-84  to  97.2%  in 
1984-85.   The  goal  for  the  DDP  had  been  to  achieve  at  least 
a  701  satisfactory  completion  rate  across  all 
participants.   Based  on  the  results  of  the  past  two  years, 

I  request  that  an  MBO  target  of  95%  be  set  for  the  current 
fiscal  year.   Please  extend  my  congratulations  to  the  staff 
involved. 

*  The  Community  Service  Program  provided  92,617  hours  of 
community  work  and  6,640  hours  of  public  service  work  and 
collected  $16,901  in  restitution  for  victims  of  crimes. 
The  program  places  misdemeanants  at  public  and  private 
worksites.   Participants  were  placed  in  the  following 
agencies:  Recreation  and  Park  Department  to  perform 
gardening  activities  at  Crocker  Amazon  Playground  and 
McLaren  Park  and  several  community  agencies,  including  the 
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AIDS  Foundation;  Community  Thrift  Store;  Bayview  Hunter's 
Point  Senior  Center  and  the  Kevin  Collins  Foundation  to 
perform  various  clerical  duties. 

*  The  department  exceeded  its  goal  to  increase  its 
collections  from  fines,  penalties  and  the  cost  of  probation 
by  15%  over  the  previous  year.   The  actual  amount  collected 
and  deposited  to  the  General  Fund  was  $452,416  or  a  30% 
increase  over  the  previous  year. 

*  The  average  caseload  per  probation  officer  showed  a 
remarkable  decline  from  216  in  1983-84  to  187  in  1984-85. 
While  the  overall  number  of  cases  is  up,  the  reduction  is 
attributable  in  large  part  to  the  three  new  probation 
officers  added  in  FY  84-85. 

Implementation  of  the  National  Institute  of  Corrections 
Classification  System  within  your  department  remains  a  continuing 
concern.   Keeping  in  mind  that  general  fund  revenues  are  slated 
to  decline  while  statistics  show  that  total  probation  workloads 
are  increasing,  it  would  seem  very  wise  to  begin  to  incorporate 
the  workload  distribution  portion  of  the  Classification  System 
throughout  the  Department.   In  this  way,  inequitable  distribution 
of  high  and  medium  risk  probationers  could  be  avoided. 

It  is  my  understanding  that  you  have  offered  a  suggestion  to  the 
Jail  Overcrowding  Committee  that  reflects  an  innovative  approach 
to  reducing  the  length  of  stay  in  our  system  between  conviction 
and  sentencing.   Your  suggestion,  to  reduce  the  time  from 
submitting  reports  to  the  courts  from  28  to  21  days,  has  been 
applauded  by  the  judiciary  and  unanimously  approved  by  the  Jail 
Overcrowding  Committee  and  is  to  be  put  into  effect  this  month. 
Many  thanks  for  your  concern  and  commitment  to  resolving  this 
problem. 

I  commend  you  and  your  staff  for  all  of  your  diligent  work.   We 
are  certain  to  encounter  many  challenges  in  the  following  year  as 
we  all  attempt  to  maintain  the  same  level  of  service  with  fewer 
general  fund  dollars. 


Sincerely  your-s 

Lll 


Di^nr 
tt/yor 

cc :  Honorable  Frank  Shaw,  Presiding  Judge 
Superior  Court 

DF/BAC : lb 
5603U 
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Office  of  the  Mayo*  Z&^&K  Dianne  Feinstein 

San   franciSCO 


October  15,  1985 

Honorable  Morris  Bernstein,  President 

and  Members 
Airports  Commission 
San  Francisco  International  Airport 
San  Francisco,  California  94128 

Dear  Commissioners: 

I  have  reviewed  the  Commission's  Management-by-Objectives  (MBO)  Performance 
Report  for  fiscal  year  1984-85  and  want  to  share  my  views  with  you.   In  general,  it  is 
gratifying  to  see  another  year  of  oustanding  performance. 

Your  reports  on  increased  revenues  and  decreasing  costs  are  very  welcome  news. 
Concession  revenues  increased  11%  to  S48.9  million.   While  the  percentage  increase 
was  below  the  15%  in  FY83-84,  the  dollar  increase  is  very  encouraging. 
Congratulations!   The  increased  average  concession  revenue  of  S3. 97  per  enplaned 
passenger  compares  favorably  to  an  average  of  S3. 67  in  1983/84.    You  have  been  able 
to  continue  to  shift  greater  reliance  to  concession  revenue  and  away  from  landing 
fees,  consistent  with  the  Airport's  1982  agreement  with  the  airlines. 

The  South  Terminal  Reconstruction  Project  is  on  time  and  under  budget,   and  I  look 
forward  to  a  November  opening.    Your  experience  with  major  construction  programs 
is  setting  a  new  standard  for  rigorous  adherence  to  construction  timetables  and 
budgets  for  City  agencies.    You  deserve  special  credit  for  that  performance. 

The  Annual  Passenger  Survey  for  the  past  year  shows  improved  ratings  with  an 
overall  4.1:  you  met  and  exceeded  your  goal  of  an  overall  rating  of  4.0  out  of  a 
possible  5.0.   This  is  a  definite  improvement  over  the  past  two  fiscal  years.    Please 
pay  attention  to  food  services  and  direction  signs  which  rated  below  other  facilities. 
Since  the  South  Terminal  is  included  in  past  overall  ratings,  :mother  increase  in 
ratings  after  the  terminal  re-opens  can  be  expected.    Food  services  and  direction 
signs  rated  below  other  facilities  and  should  receive  attention. 

The  Airport  has  received  the  Aviation  Safety  Institute's  Crash,  Fire,  Rescue  and 
Medical  Preparedness  Award  in  perpetuity,  after  eight  consecutive  years  with  an 
unblemished  record.   San  Francisco  International  is  the  only  major  airport  in  the 
country  to  have  won  this  award  in  perpetuity,  making  ours  one  of  the  safest  airports 
in  the  world.    A  noteworthy  achievement,  and  you  are  to  be  congratulated,  again. 
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Congratulations  on  very  impressive  improvements  to  the  preventive  maintenance 
program  after  overcoming  what  appeared  to  be  a  chronic  problem  until  last 
year.  Last  year  the  maintenance  objectives  were  exceeded;  your  performance  in 
reducing  work  order  backlogs  by  17%  exceeded  your  target  of  15%.  Similarly, 
you  devoted  77%  of  available  craft  manhours  to  planned  and  scheduled  work  and 
20%  to  preventative  maintenance,  exceeding  targets  of  75%  and  17% 
respectively. 

The  Art  Exhibitions  continue  to  be  a  major  success,  favorable  mail  continues  to 
come  in  from  across  the  country  about  the  exhibits.   A  second  measure  of  the 
program 's  success  is  knowing  that  other  airports  are  initiating  exhibition 
programs  of  their  own.   The  Airport's  40  exhibits  last  year  contributed  to  the 
arts  and  to  the  airport  environment.    Your  exhibits  are  rapidly  becoming  one  of 
our  finest  cultural  attributes. 

Administrative,  operation  and  maintenance  expenses  increased  by  S.ll  to  S3. 31 
per  enplaned  passenger.   While  that  cost  is  well  below  the  MBO  limit  of  $3.74, 
this  3%  increase  may  be  a  clue  to  future  cost  problems.   Pay  careful  attention  to 
cost  increases  and  please  provide  an  explanation  for  the  increases  in  your  6 
month  review  next  April. 

You  met  objectives  for  billing  airlines,  tenants  and  concessionaires  within  five 
days  of  receipt  of  required  documentation  and  collecting  95%  ->f  accounts 
receivable  within  30  days  of  the  billing  date.   This  is  important  both  in 
maximizing  revenues  and  setting  a  tone  for  the  timely  transaction  of  business 
throughout  the  Airport.   The  groundside  deficit  was  reduced  by  approximately 
S900.000  last  year,  and  eliminating  it  this  year  will  confirm  the  success  of  your 
fiscal  management. 

Maintaining  an  average  response  time  to  emergency  situations  of  2.2  minutes 
improves  on  the  previous  two  years  and  exceeds  your  target  of  3.0  minutes.   This 
is  good  performance.   Based  on  your  performance,  last  year  I  asked  you  to  set  a 
new  target  limit  of  2.0  minutes  for  emergency  responses.    Please  establish  that 
target  this  year;  it  is  our  City  police  response  time  target  and  I  believe  is  a 
worthy  challenge  for  the  Airport  as  well. 

The  affirmative  action  statistics  for  the  fiscal  year  indicate  that  52%  of  your 
workforce  are  minorities  and  25%  are  women.   Thirteen  concession  leases,  which 
occupy  13,272  square  feet,  were  awarded  in  FY  84-85.   Twenty-five  percent  of 
the  space  is  occupied  by  minority  business  enterprises  and  eighteen  percent  by 
women,  which  approximates  the  goals  of  30%  minority  and  exceeds  the  WBE  goal 
of  10%.   Contracts  for  construction  and  professional  services  met  MBE  goals  but 
fell  short  of  WBE  goals  with  only  6%.    You  are  building  on  a  solid  start  and 
should  continue  to  work  toward  achieving  these  objectives. 
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I  am  pleased  to  note  that  Airport  noise  control  is  improving  and  affects  an 
increasingly  smaller  number  of  households.    As  of  June  30,  1984  the  number  of 
homes  in  the  65  CNEL  noise  area  was  reduced  by  1,339  homes  from  last  year's 
figures  to  a  total  of  6,067  homes,  well  within  the  goal  of  10,898  homes  by  1984 
and  well  ahead  of  the  Joint  Land  Use  Study's  schedule  for  a  fourth  year.   The 
combination  of  technologically  advanced  equipment  and  continuing  discussions 
with  the  residents  of  the  noise  affected  communities  has  proven  to  be  successful 
in  maintaining  our  noise  abatement  program.   I  am  also  very  pleased  to  learn 
that  a  majority  of  the  noise  suits  filed  in  small  claims  court  were  settled  out  of 
court,  and  I  look  forward  to  a  favorable  resolution  of  the  remaining  cases. 

The  number  of  traffic  accidents  on  airport  property  has  been  a  concern  of  mine 
over  the  past  three  years.   Your  performance  has  improved,  as  airfield  accidents 
in  the  past  year  dropped  from  37  to  23,  a  percentage  reduction  of  38%  as  well  as 
a  reduction  in  real  numbers.   Excellent  performance! 

A  comprehensive  mass  transportation  plan  was  not  completed.    A  consultant  was 
hired  to  begin  work  on  a  Master  Plan  for  Airport  land  use  and  development,  and  I 
encourage  you  to  direct  the  consultant  to  make  transportation  a  key  element. 
Again,  I  urge  that  the  transportation  plan  be  completed  as  soon  as  possible.    I 
have  made  this  request  for  two  years. 

The  Airport  continues  to  participate  in  the  Work  Improvement  Project.   This 
point  labor-management  program  in  the  Operations  Division  will  hopefully 
produce  many  valuable  ideas  and  suggestions  to  improve  operational  efficiency. 
Assuming  that  his  pilot  effort  is  successful,  new  worksites  in  other  divisions 
should  be  encouraged.   I  strongly  support  your  efforts  to  enhance  the  work 
environment,  and  I  encourage  your  employees  to  utilize  this  opportunity  for 
collaborative  problem  solving.   Cooperation  between  labor  and  mangement  will, 
no  doubt,  increase  the  department's  ability  to  maintain  MBO  performance  levels. 

Commendations  are  also  in  order  to  the  Airport  staff  for  prompt  and  concise 
reporting  on  MBO  performance  and  also  for  participating  as  the  first  City  agency 
in  the  new  FAMIS  reporting  system.   By  this  fall  we  expect  FAMIS  will  have  the 
potential  to  provide  all  managers  with  actual  expenditure  data  compared  to 
budgets  within  four  weeks  after  the  close  of  each  month.    Your  experience  in 
helping  to  pilot  test  the  system  smooths  the  way  for  other  City  departments. 

In  conclusion  let  me  reiterate  how  pleased  I  am  to  see  continued  strong 
performance  by  the  Airport.   This  year  is  a  year  of  continued  expansion  of  trade 
with  Pacific  Rim  countries.    The  Airport  is  a  vital  link  to  those  countries,  and  I 
urge  you  to  continue  in  your  role  as  ambassador  for  the  City  and  stimulator  of 
expanded  trade. 
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Performance  has  been  consistently  high.   There  are  areas  where  more  work  is 
needed,  which  are  highlighted  and  should  receive  your  serious  attention.   Airport 
achievements  in  safety,  improved  concesssion  revenues,  emergency  response 
time,  cultural  programs,  and  noise  reduction  are  outstanding.   Your  steady 
progress  in  preventive  maintenance  is  most  encouraging. 

Congratulations  to  you,  the  Airport  Director  and  his  staff.   Your  many  hours  of 
hard  work  have  resulted  in  excellent  performance  at  the  Airport  and  the 
continuation  of  a  record  that  is  unequalled  in  the  City.   Please  call  on  me  or  my 
staff  if  we  can  be  of  assistance  to  you  during  the  year. 


/ 


Mayor 

'  DF/CH:az 
8139R 


cc:    Mr.  Louis  Turpen,  Director 

San  Francisco  International  Airport 
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Office  of  the  Mayor 

SAN     FRANCISCO 


DlANNE  FEINSTEIN 


December  17,  1985 


Ms.  Roselyn  C.  Swig,  President 

and  Members 
San  Francisco  Art  Commission 
45  Hyde  Street,  Room  319 
San  Francisco,  California  94102 

Dear  Commissioners: 

A  review  of  your  Management-by-Objectlves  (MBO)  Performance  Report  for 
Fiscal  Year  1984-85  indicates  an  excellent  overall  performance  by  you 
and  your  staff.  This  was  the  year  that  you  expanded  your  MBO  program 
by  adding  five  additional  objectives  covering  direct  services  provided 
to  the  public.  Even  with  the  additional  measures,  you  were  able  to 
meet  or  exceed  the  targets  in  almost  every  instance.  I  would  like  to 
make  some  observations  in  the  major  areas  of  performance: 

The  number  of  participants  in  the  1984-85  Arts  Festival 
increased  dramatically,  from  1,324  of  the  previous  year  to 
2,016.  Since  you  are  now  counting  performers  and  volunteers 
as  well  as  artists,  you  should  increase  your  target  for  this 
fiscal  year. 

There  were  19  organized  activities  at  the  Municipal  Gallery, 
way  over  the  target  of  10.  Your  ability  to  present 
activities  depends  on  the  ability  to  raise  private  funds.   If 
you  anticipate  the  same  level  of  private  support  this  year 
you  should  raise  your  target  for  these  activities. 

You  reviewed  81  civic  designs,  less  than  the  planned  100.  As 
I  mentioned  in  my  letter  of  November  5,  1984,  you  should 
change  the  measure  from  the  number  of  projects,  which  is  not 
in  your  control,  to  the  length  of  time  taken  to  review  each 
design. 

For  the  first  time,  a  registrar  was  hired  to  inventory  and 
catalogue  the  city's  art  works.  Your  staff  inventoried  and 
catalogued  1,646  items,  exceeding  the  target  of  1,500. 

Units  of  technical  support  to  the  cultural  centers  totalled 
586.  The  target  of  415  was  also  exceeded  in  this  activity. 
This  number  is  especially  high  for  1984-85  due  to  the  ongoing 
oversight  of  renovations  in  two  of  the  cultural  centers. 
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December  17,  1985 


Units  of  Information  and  referral  services  were  counted  for  the 
first  time  In  1984-85,  and  the  target  of  1,000  was  obviously 
very  conservative  since  you  responded  to  2,588  Inquiries. 
Accordingly,  the  target  was  raised  to  2,000  for  this  fiscal  year. 

You  achieved  the  target  of  2,000  resource  guides  distributed, 
and  the  new  target  for  the  current  year  is  2,800. 

The  completion  of  63  conservation  reports  on  public  monuments 
was  not  met  because  of  the  delay  In  receiving  the  funding  from 
the  National  Endowment  for  the  Arts.  The  $9,160  NEA  funding  Is 
now  available  and  it  1s  anticipated  that  63  monuments  will  be 
checked  for  condition  reports. 

It  is  a  pleasure  for  me  to  acknowledge  much  Improved  performance  by  your 
commission  and  staff.  Your  continued  efforts  In  obtaining  private 
funding  and  volunteers  will  become  more  important  as  additional  City 
funds  will  not  be  available  to  support  increased  services.  You  are 
commended  for  being  able  to  increase  the  level  of  services  by  pursuing 
private  resources. 


Sincerely  yours, 


nlUMjl 


Dli 

M^yor 

DF/BL:az 
8966R 


cc:  Ms.  Claire  Isaacs,  Director 
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Office  of  the  Mayor  IgL  ■T\>«i     )y\  D1ANNE  FEINSTEDsI 

San  Francisco 


November  4,  1985 


The  Honorable  Warren  Faus,  President 

and  Members 
Asian  Art  Commission 
Golden  Gate  Park 
San  Francisco,  California  94118 

Dear  Commissioners: 

The  Asian  Art  Commission's  fourth  annual  Management  by-Objectives  Performance 
Report  for  Fiscal  Year  1984-85  has  been  reviewed  by  me  and  whereas  your  overall 
MBO  performance  was  good,  there  are  several  areas  of  concern  which  should  be 
addressed. 

One  major  concern  is  the  dramatic  drop  in  attendance  from  903,036  in  Fiscal  Year 
1983-84  to  325,064  in  1984-85.   Although  there  were  no  "super  shows"  such  as  the 
Shanghai  Exhibit  or  the  Vatican  Exhibit  to  draw  more  visitors,  a  60%  drop  in 
attendance  is  serious  under  any  circumstances  and  there  must  be  programs  and 
exhibits  developed  that  will  increase  attendance.   Increasing  attendance  should  have 
high  priority  especially  in  light  of  the  fact  that  your  neighboring  institution,  the 
California  Academy  of  Sciences,  had  a  record  high  attendance  of  1,472,172.   One 
way  to  increase  awareness  of  the  historical  and  aesthetic  value  of  the  collection  is 
to  involve  the  private  sector  in  formulating  a  high  profile  public  information 
program.    Your  commission  has  taken  steps  to  do  this,  and  your  acceptance  of  my 
suggestion  to  appoint  an  ad  hoc  committee  for  collection  publicity  is  much 
appreciated.    I  will  be  following  the  work  of  this  committee  with  great  interest.    As 
stated  in  my  letter  of  September  12,  1985,  my  staff  will  be  available  to  assist  in  this 
project. 

As  part  of  your  third  year  MBO  performance  assessment,  you  were  asked  to  develop 
a  formal  collections  management  policy.   I  understand  that  with  the  help  of  the  City 
Attorney's  office,  this  document  is  about  75%  complete.   Please  send  me  the 
finalized  result  as  soon  as  your  Commission  authorizes  the  release  of  this  document. 

It  is  also  noteworthy  that  bilingual  lables  have  been  mounted  in  the  jade  room,  and 
that  bilingual  labels  are  being  prepared  for  the  Korean  collection.   This  is  another 
priority  project  which  you  have  been  able  to  pursue  largely  due  to  your  ability  to 
raise  $40,000  from  the  California  Arts  Council  to  augment  the  outreach  program. 
This  moves  us  closer  to  a  priority  concern  expressed  for  years. 
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In  1983-84  your  Commission  was  asked  to  start  an  Asian  outreach  program,  and  your 
budget  was  increased  by  $10,000  to  accomplish  this.   Last  year,  I  increased  this  to 
$40,000,  and  this  amount  remains  in  your  budget  for  this  fiscal  year.   Granted  that 
you  have  developed  private  sources  to  augment  the  costs  of  the  activities,  and  have 
presented  outreach  events  involving  180  community  leaders,  this  particular  program 
has  not  produced  quantifiable  results  in  terms  of  increased  museum  attendance  by 
Asian  constituents.  This  was  what  I  had  in  mind  when  I  first  approved  the  program, 
and  unless  there  is  convincing  evidence  that  outreach  activities  are  impacting  on  our 
considerable  Asian  residents,  continued  funding  of  this  promotional  effort  will  not 
be  approved  by  me. 

Finally,  let  me  congratulate  you  on  your  success  in  raising  $294,428  from  grants  and 
private  sources.   However,  in  the  fundraising  area,  your  biggest  accomplishment  has 
been  in  the  endowment  fund.   When  you  started  the  endowment  fund  three  years 
ago,  you  set  a  goal  of  55,000,000,  and  you  have  raised  almost  $3,000,000  to  date. 
Y'our  commission  and  staff  should  be  proud  of  this  solid  indication  of  support. 


you  for  a  job  well-done. 


Mr.  Clarence  Shangraw,  Acting  Director 
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CITY  AND  COUNTY  OF  SAN  FRANCISCO 

ASIAN  ART  COMMISSION 

ASIAN  ART  MUSEUM  •  THE  AVERY  BRUNDAGE  COLLECTION 


Comm.ssponers       January  10,    1986 


WARREN  W  FAUS 
Chairman 

HATSURO  AIZAWA 

MRS   |OHN  B    BUNKER 

ALEXANDER  D  CALHOUN 

MRS   WIILARD  O  CARO 

MARGARET  BLUNT  CATRON 

NEIL  D  CHAITIN 

T  M   CHANC 

EDv\ARD  I   CONNER 

RANSOM  M    COOK 

NORMAN  ECKERSLEY 

R   CWIN  FOLLIS 

IAMES  M   CERSTLEY 

CARL  D  CUSTAVSON 

CEORCE  F  IEWETT  |R 

THOMAS  I    KUTGAARD 

KISHORE  KRIPALANI 

MRS    LEVA  IS  LOV\E 

DONALD  ROBERT  MEYER 

IAMES  E    O  BRIEN 

PAL  I  A   O  LEARY 

CHARLES  HALi  PAGE 

MRS   ROBERT  SELLER 

TERL  HIS".  SHIMIZU 

MRS    HART  SPIEGEL 

MRS    BR-ViTOS  VULBl  R    IR 

IOHN  F  VMLLIAMS 


Honors  Commissioners 

RICHARD  GUMP 

JAQlEUN  H    HUME 

CYR!l  MAGNIN 

EDWARD  M    NACEL 

MRS   WALTER  H    SHORENSTEIN 


The  Honorable  Dianne  Fein6tein 

Mayor  of  San  Francisco 

Room  200,  City  Hall 

San  Francisco,  CA.  9^102 

Dear  Mayor  Feinstein: 

During  the  past  six  weeks  I  have  held  a  series  of  meetings  with 
Asian  Art  Commissioners  and  Museum  staff  members  to  study  and 
obtain  information  related  to  the  issues  raised  in  your  Manage- 
ment by  Objective  letter  of  November  k,   1985.  As  indicated  in 
my  initial  response  on  November  15,  I  circulated  copies  of  your 
letter  to  all  Commissioners  and  staff,  requesting  them  to  give 
very  careful  attention  to  the  issues  you  cited.  The  Executive 
Committee  of  the  Commission  met  in  special  session  on  December 
3  to  discuss  your  letter,  and  I  am  pleased  to  report  that  it  was 
a  productive  meeting  which  will,  I  hope,  lead  to  positive  results. 
We  are  all  concerned  about  the  problems  expressed  in  your  letter 
and  eager  to  work  for  solutions. 

We  share  your  concern  about  the  sharp  drop  in  attendance  in  1984- 
85,  which  is  largely  due  to  the  fact  that  neither  the  Fine  Arts 
Museums  nor  the  Asian  Art  Museum  had  major  "super  shows"  to  draw 
large  numbers  of  visitors.   With  the  important  Impressionist  ex- 
hibition scheduled  to  open  in  May  at  the  M.  H.  DeYoung  Museum, 
and  the  "Essence  of  Indian  Art"  exhibition  scheduled  at  the  Asian 
Art  Museum  from  August  5  to  November  9,    we  believe  that  attendance 
in  I986  will  improve  dramatically  and  perhaps  approach  record 
levels.   Funding  for  "Essence  of  Indian  Art"  is  still  a  matter 
of  considerable  concern,  but.  we  are  making  a  concerted  effort  to 
raise  the  needed  funds  from  the  public  and  private  sector.   A 
special  Indian  Exhibition  Planning  Committee,  co-chaired  by  Mrs. 
Brayton  Wilbur,  Jr.  and  Mr.  Kishore  Kripalani,  has  been  formed, 
and  we  are  proceeding  with  plans  for  this  exhibition,  as  you  know. 
We  will  keep  you  informed  of  our  progress  in  the  coming  weeks. 

I  should  also  point  out  that  the  decrease  in  attendance  is  due, 
at  least  in  part,  to  the  fact  that  both  the  Fine  Arts  Museums  and 
the  Asian  Art  Museum  have  been  forced  to  raise  admission  fees  from 
$2  to  $3.   Another  factor  in  the  decreased  attendance  is  that,  due 
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to  an  increase  in  guard  salaries,  the  Commission  was  reluctantly  obliged 
to  close  the  Asian  Art  Museum  on  Mondays  effective  July  1,  1985-   Again 
attendance  was  adversely  affected,  but  income  from  visitors'  fees  increased 
modestly  over  last  year '6  income  due  to  the  rise  in  admission  fees. 

On  a  more  positive  note,  the  "Spectacular  Helmets  from  Japan"  exhibition, 
organized  by  our  new  Director,  Rand  Ca6tile,  and  beautifully  installed  by 
Curator  Yoshiko  Kakudo,  has  attracted  large  crowds  and  much  favorable  pub- 
licity ever  since  it  opened  on  December  16.   By  careful  count  on  11  succes- 
sive day6,  23,377  visitors  saw  the  show  with  a  daily  average  of  2,125  in 
attendance.   This  included  an  unusual  number  of  men  and  young  people,  many 
of  whom  we  believe  to  be  first-time  visitors. 

At  the  same  time,  public  response  to  our  Indian  sculpture  exhibition  at  the 
San  Francisco  Airport  which  opened  November  18,  1985  has  been  extremely 
enthusiastic,  eliciting  many  telephone  inquiries  about  the  Museum  and  its 
collections  from  the  traveling  public.   Curator  Therese  Bartholomew  deserves 
much  credit  for  planning  and  installing  this  exhibition  with  great  style. 
Airport  officials  estimate  that  approximately  h, 000, 000  visitors  will  see 
this  exhibition  before  it  closes  on  March  31-   *n  our  view,  this  type  of 
"outreach  exhibition"  which  can  be  viewed  by  large  numbers  of  people  is 
indeed  an  imaginative  "high  profile  program",  simultaneously  increasing 
public  awareness  of  the  aesthetic  value  of  our  collection  and  enhancing 
the  image  of  San  Francisco  as  a  center  of  Asian  art  and  culture.  We  believe 
that  counting  museum  attendance  at  the  door  is  not  the  sole  indicator  of 
the  numbers  of  the  public  that  we  reach.   With  the  cooperation  of  the  Air- 
port Commission  and  funding  from  the  private  sector,  we  hope  to  continue 
this  program  in  the  future. 

In  addition,  the  Art  Museum  Association  of  America  is  now  circulating  three 
of  our  recent  foyer  exhibitions  to  accredited  museums  throughout  the  U.S.A. 
which  will  not  only  enhance  the  Museum's  national  reputation  and  publicize 
our  collections,  but  also  bring  in  revenue  from  rental  fees.  All  costs  for 
these  traveling  exhibitions  are  covered  by  the  Association,  and  each  exhibi- 
tion will  be  shown  at  seven  major  museums  throughout  the  nation  during  the 
next  two  years . 

In  addition  to  "Essence  of  Indian  Art",  three  major  exhibitions  are  in  vari- 
ous stages  of  planning  for  1987,  1988,  and  1989.   Thanks  to  your  initiative 
and  encouragement,  we  are  now  actively  negotiating  for  an  exhibition  from 
the  National  Palace  Museum  in  Taiwan,  tentatively  scheduled  to  open  in  the 
fall  of  1987.   In  I988,  we  plan  to  present  an  important  exhibition  from  the 
Palace  Museum  of  the  Forbidden  City  in  Beijing  which  has  been  approved  by 
the  Ministry  of  Culture  of  the  People's  Republic  of  China,  and  will  be  co- 
sponsored  by  the  Detroit  Institute  of  Arts.   Recently  we  were  contacted  by 
the  Canadian  government  with  an  invitation  to  present  a  major  exhibition 
of  Asian  art  from  Canada  sometime  in  1989-   A  small  but  important  exhibi- 
tion of  superb  clay  and  bronze  sculptures  from  Xian,  co-sponsored  by  the 
Honolulu  Academy  of  Arts,  is  also  scheduled  for  1°89-   It  is,  we  believe, 
the  Museum's  international  stature  and  reputation  for  excellence  that  has 
influenced  foreign  governmental  officials  in  Korea,  China,  Taiwan  and  Hong 
Kong  to  invite  the  Asian  Art  Museum  to  be  the  initial  sponsor  of  art  exhi- 
bitions from  their  respective  cultures,  the  only  West  Coast  museum  to  be 
so  honored  up  to  the  present. 
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Needless  to  say,  we  have  much  work  to  do,  especially  in  the  area  of  fund- 
raising,  before  these  plans  can  become  reality,  but  we  are  optimistic  that 
our  efforts  will  be  successful.   Director  Castile  and  Chief  Curator  Shangraw 
are  already  exploring  possible  future  exhibitions  of  broad  mass  appeal  based 
on  Asian  art  drawn  from  countries  and  cultures  which  have  never  been  shown 
in  the  U.  S.  A.   Although  a  major  goal  of  these  exhibitions  is  to  increase 
Museum  attendance,  we  will  continue  to  augment  them  with  special  educational 
and  scholarly  programs  for  the  benefit  of  the  public  at  large. 

As  your  letter  indicates,  formulation  of  a  comprehensive  collections  manage- 
ment policy  is  proceeding  under  the  guidance  of  Judith  Teichmann,  and  we  hope 
to  have  it  completed  in  the  near  future.   As  soon  as  it  is  reviewed  and  ap- 
proved by  the  Commission,  I  will  send  you  a  copy. 

The  bilingual  label  program  is  also  moving  steadily  ahead  with  Chinese  labels 
mounted  in  the  Cyril  Magnin  Jade  Room,  and  labels  for  the  Korean  collection 
are  now  nearing  completion. 

Your  comments  about  the  Asian  Communities  Outreach  Program  have  received 
especially  careful  review  by  the  Commission,  Outreach  Chairman  Emma  C.  Bunker, 
and  members  of  the  Museum  staff.   We  all  believe  that  Linden  Chubin,  Outreach 
Coordinator,  has  done  and  is  doing  an  excellent  Job,  and  that  the  funds  pro- 
vided for  this  program  have  been  well  spent.   He  has  been  dedicated  to  this 
work,  spending  many  extra  unpaid  hours  in  meeting  with  Asian  groups  and 
leaders,  attending  ethnic  programs  of  all  kinds,  and  in  general  bringing 
the  Asian  Art  Museum  and  its  collection  to  the  attention  of  a  broad  spectrum 
of  Asian  communities  throughout  the  Bay  Area. 

We  cannot  verify  "quantifiable  results  in  terms  of  increased  museum  attend- 
ance by  Asian  constituents"  because  making  a  count  based  upon  ethnic  groups 
might  produce  adverse  reactions,  and  we  simply  do  not  have  the  resources  to 
do  so,  even  if  identification  of  our  constituents  were  feasible.  Our  special 
Outreach  programs  have  attracted  a  strong  response  from  our  Asian  constitu- 
ency, and  we  can  also  document  the  fact  that  there  is  an  increase  in  requests 
for  programs  from  various  Asian  groups  and  organizations. 

In  fiscal  year  I98U/85,  Outreach  promotional  activities  attracted  3,192 
visitors.   Halfway  through  fiscal  year  1 985/86,  attendance  at  Outreach  promo- 
tional activities  has  totaled  5,0U0.   On  October  5,  1985,  the  Krishnattam 
temple  dancers  performance  and  Festival  of  India  attracted  over  3,000  visitors 
in  two  hours.   There  has  been  a  steady  increase  in  attendance  a*  Outreach 
programs  by  Asians  and  all  ethnic  groups,  and  we  anticipate  continued  growth. 

Unofficially,  our  sample  survey  indicates  that  our  general  museum  audience 
is  approximately  20-25%  Asian,  equal  to  the  proportion  of  Asian-Americans 
residing  in  the  San  Francisco  Bay  Area.   A  greater  proportion  of  Asians  attend 
special  programs  and  exhibitions  related  to  their  ethnic  heritage. 

We  will  provide  you  with  quarterly  reports  on  the  Outreach  Program,  including 
supplementary  material  to  document  the  activities  and  the  response  of  Asian 
leaders  and  groups.   We  hope  that  we  can  make  a  clearer  case  for  the  Outreach 
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Program  in  the  weeks  ahead.   We  all  believe  that  the  program  is  showing 
very  positive  results,  and  we  are  concerned  that  termination  of  the  program 
as  it  gains  support  in  the  Asian  community  would  send  a  negative  signal  to 
this  very  important  constituency. 

Your  kind  comments  regarding  our  success  in  raising  funds  from  grants  and 
private  sources  were  much  appreciated.   I  am  happy  to  report  that  during 
the  past  6ix  months  we  have  received  $1,029,775  from  grants  and  private 
donations,  including  a  major  donation  of  $500,000  for  acquisitions  from 
Mr.  and  Mrs.  Walter  Shorenstein.   Our  Corporate  Sponsorship  Program  is 
proceeding  well  under  the  able  direction  of  Commissioner  Paul  O'Leary,  and 
since  July  1,  1985  we  have  received  $36,700  from  corporate  sponsors.   Under 
the  Chairmanship  of  Commissioner  Emma  C.  Bunker,  a  Connoisseur's  Council 
has  been  formed  which  now  has  almost  kO   members,  each  of  whom  has  contri- 
buted $1,000  in  annual  dues.   A  primary  goal  of  the  Council  is  to  raise 
funds  for  acquisitions,  and  we  are  greatly  encouraged  by  the  warm  response 
received  from  important  collectors,  art  dealers,  and  the  public  at  large. 

In  a  recent  meeting,  Mr.  James  M.  Gerstley,  Chairman  of  our  Development 
Committee,  made  the  important  point  that  he  and  his  Committee  members,  when 
applying  to  corporations  and  foundations  for  grants,  have  frequently  been 
asked  to  furnish  prospects  with  copies  of  the  Asian  Art  Museum  Foundation 
budget.   Development  Committee  members  report  that  they  are  receiving  in- 
creasing criticism  because  funds  were  being  requested  for  items  which  these 
prospects  pointed  out  should  be  paid  for  by  the  City.   For  instance,  the 
Foundation  is  financing  several  basic  positions  at  the  Museum,  such  as  a 
secretary,  a  preparator,  assistants  in  the  Education  and  Conservation  De- 
partments as  well  as  in  the  office  of  the  Registrar,  in  addition  to  basic 
equipment  and  supplies.   It  is  over  12  years  since  the  Museum  was  granted 
a  new  position  under  the  City  budget,  and  we  are  deeply  concerned  that 
unless  the  Foundation  is  relieved  of  some  of  these  basic  expenses,  we  will 
have  increasing  difficulty  raising  funds  from  private  sources. 

Finally,  I  should  report  that  I  have  appointed  a  new  Communications  and 
Special  Events  Committee  co-chaired  by  Mrs.  Brayton  Wilbur,  Jr.  and  Mr. 
John  Williams,  one  of  our  new  Commissioners  and  a  public  relations  special- 
ist, which  is  hard  at  work  on  programs  designed  to  revitalize  and  expand 
our  public  relations  program  at  every  level,  and  to  mount  a  series  of  special 
events  to  mark  the  20th  anniversary  of  the  Asian  Art  Museum  in  1986 .   Work- 
ing in  tandem  with  our  new  Public  Relations  Director,  Ruth  Anderson,  and 
Special  Events  Coordinator,  Margo  Cowan,  I  am  confident  that  Mrs.  Wilbur 
and  Mr.  Williams  will  provide  energetic  and  imaginative  leadership  in 
formulating  a  high  profile  public  -nformation  program  in  the  year  ahead. 

On  behalf  of  the  Asian  Art  Commission,  I  thank  you  and  the  members  of  your 
staff  for  supporting  and  encouraging  our  efforts  to  provide  leadership  for 
the  Asian  Art  Museum.   With  the  appointment  of  a  new  Director,  Rand  Castile, 
and  a  new  Chief  Curator,  Clarence  Shangraw,  we  have  an  excellent  administra- 
tive team  in  place,  and  Commissioners  and  staff  are  looking  forward  to  a 
new  era  under  their  dynamic  and  innovative  direction. 

If  I  can  provide  any  further  information  about  the  details  of  this  report, 
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please  do  not  hesitate  to  contact  me. 
With  warm  personal  best  wishes, 
Sincerely  yours, 

Warren  W.  Faus,  Chairman 


cc: Knr.  Peter  Henschel 
Ms.  Betty  Lim 
Mr.  Rand  Castile 
Mr.  Clarence  Shangraw 
Asian  Art  Commissioners 
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Office  of  the  Mayoh 

SAN     FRANCISCO 


December  30,    1985 


DlANNE  FEINSTEIN 


Mr.  Sam  Ouca 
Assessor 

City  and  County  of  San  Francisco 
City  Hall .  Room  101 
San  Francisco,  CA  94102 

Dear  Mr.  Duca: 

I  have  reviewed  your  department's  Management-by-Objectives  performance 
report  for  the  1984-85  fiscal  year.  Thank  you  for  your  cooperation  in 
this  program  and  for  the  timely  submission  of  data. 

It  is  noteworthy  that  the  Assessor's  Office  has  once  again  met  all  state 

requirements  and  has  generally  performed  well  in  all  areas.  All 

performance  objectives  were  achieved  and  MBO  targets  were  met  or 
surpassed. 

It  is  gratifying  that  you  are  still  able  to  meet  all  of  the  requirements 
which  were  imposed  on  your  department  by  SB  813,  the  state-mandated 
supplemental  assessment  procedure.   This  bill,  enacted  in  July,  1983, 
requires  a  floating  lien  date  rather  than  the  March  1st  lien  date. 
Furthermore,  AB  2345  became  effective  January  1,  1985.   This  companion 
measure  to  ana  clean-up  of  SB  813  extended  the  provisions  of  SB  813  to 
trade  fixtures,  equipment,  and  other  unsecured  property  which  was  not 
originally  included. 

Nevertneless,  the  requirements  of  these  new  laws  were  all  achieved, 
including  the  preparation  of  28,000  supplemental  notices  and  billings 
for  Supplemental  Assessment  Rolls.   In  fact,  San  Francisco  was  among  the 
first  five  counties  to  send  out  automated  notices  and  supplemental  tax 
bills.  Congratulations! 

Out  of  13,050  assessment  notices  which  you  sent  out  in  July,  you 
received  only  430  requests  for  a  full  review.  The  fact  that  977.  of  the 
recipients  were  satisfied  with  the  appraised  value  indicates  that  your 
staff  is  working  effectively  and  accurately.  This  results  in  fewer 
applications  for  reduction  through  the  Assessment  Appeals  Board. 
Although  this  measure  is  an  indication  of  the  efficiency  of  your 
department,  it  is  not  now  a  part  of  your  MBO  reporting  system.  An 
objective  and  performance  measure  should  be  established  in  this  area. 
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A  review  of  the  department's  Annual  Report  that  In  the  personal  property 
division,  the  average  number  of  audits  per  man-day  increased  from  3.5  to 
3.8.  More  importantly,  in  the  area  of  non-mandatory  audits  and 
appraisals,  the  Increase  was  from  7.1  audits  per  man-day  to  8.9  audits. 
It  Is  significant  that  you  were  able  accomplish  this  Increase  1n  non- 
mandatory  audits  while  at  the  same  time  performing  all  mandatory 
audits.  This  is  another  performance  measure  that  should  be  added  to 
your  formal  MBO  reporting  system. 

Also,  in  the  personal  property  division,  appeals  filed  with  the 
Assessment  Appeals  Board  numbered  only  159,  down  from  the  215  of  the 
previous  year.  Of  these,  reductions  were  granted  In  only  37  cases. 

The  performance  of  your  obligations  requires  an  enormous  amount  of  data 
entries  to  your  computer  system.  It  Is  important  to  keep  the  error  rate 
in  these  entries  as  low  as  possible  in  order  to  maintain  maximum 
efficiency  of  operations  and  to  ensure  accuracy,  thus  preventing 
possible  litigation  and  many  hours  of  auditing  and  re-processing.   I  am 
most  pleased  that  you  were  able  to  keep  your  error  rate  below  0.5X  for 
the  third  year  in  a  row,  thus  surpassing  your  objective  of  1.5X. 
Furthermore,  this  error  rate  is  4  times  better  than  the  rate  set  by 
state  law. 

As  you  were  able  to  meet  your  departmental  MBO  objectives  in  a  timely 
fashion,  the  City's  assessed  value  increased  approximately  $3.4  billion 
or  10%,  well  above  the  average  of  other  cities  and  counties  in 
California.  Significantly,  in  the  past  five  years  the 
commercial /industrial  portion  of  the  property  tax  distribution  has 
increased  12%  in  value  and  is  now  55.1%  of  the  total.  Single  family 
homes  and  multi-family  homes  are  25.6%  and  19.3%  respectively.   I  am 
pleased  that  residential  property  is  no  longer  paying  the  heaviest 
burden  of  dollars  as  was  the  case  just  after  the  passage  of  Proposition 
13. 

You  may  recall  that  for  the  past  three  years  I  have  encouraged  you  to 
apply  MBO  to  those  areas  where  you  are  not  strictly  tied  to  State 
mandates.  You  were  asked  to  establish  performance  objectives  for 
efficiency  and  effectiveness  in  terms  of  costs  per  activity,  the  number 
of  days  required  to  complete  a  task,  and  the  percentage  of  appeals 
upheld  by  the  Assessment  Appeals  Board.  Several  specific  measures  were 
indicated  earlier  in  this  letter. 
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It  Is  unfortunate  that  your  formal  MBO  reporting  measu 
been  updated  and  made  more  relevant.  Again,  I  strongl 
review  your  MBO  program  to  determine  ways  to  improve  1 
be  more  beneficial  to  you  in  the  administration  of  you 
number  of  documents,  assessments,  inspections,  reviews 
which  you  complete  is  Important  and  useful  information 
believe  that  you  might  find  it  even  more  useful  to  cas 
performance  targets  in  terms  that  truly  assess  efflcle 
results.  For  example.  It  seems  that  the  X  of  suppleme 
completed  within  a  specified  period  of  time  is  more  re 
number  of  supplemental  assessments  completed. 
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You  are  now  in  your  fourth  year  on  the  MBO  program.   I  consider  MBO  to 
be  an  important  management  tool  that  can  be  used  to  set  priorities  for 
your  department,  measure  the  efficiency  of  operations,  and  direct 
diverse  activities  towards  general  departmental  goals.  I  appreciate 
your  cooperation  in  the  collection  and  timely  submission  of  quarterly 
MBO  performance  data  to  my  office.   I  look  forward  to  future  MBO  reviews 
that  reflect  even  further  the  actual  performance  of  the  Assessor's 
Office. 


:erely  yours , 


zz 
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DlANNE   FEINSTEIN 


George  Agnost 

City  Attorney 

City  Hall,  Room  206 

San  Francisco,  CA  94102 

Dear  George: 

Your  department's  Management-by-Objectlves  performance  report  for  the 
1984-85  fiscal  year  has  been  reviewed.  Thank  you  for  your  cooperation 
and  for  the  timely  submission  of  performance  information. 

It  has  been  brought  to  my  attention  that  For  Fiscal  Year  1984-85,  the 
structure  of  the  City  Attorney's  budget  was  once  again  changed  by 
directive  of  the  Controller's  Office.  No  longer  is  there  a  distinction 
between  General  Fund  departments  and  those  departments  that  pay  directly 
for  legal  services  by  work  order  or  budget  transfer.  All  services  are 
funded  out  of  one  program,  unlike  last  year  when  there  were  separate 
programs  and  differing  performance  targets  for  General  Fund  and 
Enterprise  departments.  Thus,  in  some  instances  it  is  difficult  to  make 
comparisons  with  last  year's  performance. 

Nevertheless,  review  of  the  MBO  data  indicates  areas  of  improved 
performance  in  the  department.  Your  efforts  have  resulted  in  the 
achievement  of  several  MBO  performance  targets  and  the  near  achievement 
of  others: 

The  department  was  able  to  respond  to  requests  for  oral  opinions 
within  5  days,  thus  exceeding  its  target  of  7  days.  However, 
response  to  requests  for  written  opinions  required  50  days,  whereas 
the  performance  target  was  48  days. 

The  department  continues  to  hold  more  than  two  training  seminars  per 
month  for  both  its  professional  and  support  staff.  Certainly, 
achievement  of  this  objective  will  help  ensure  that  other  objectives 
are  met. 

However,  your  office  did  not  quite  reach  its  objective  of  settling 
meritorious  claims  within  30  days  after  the  receipt  of  the  investigative 
reports.  The  processing  actually  averaged  out  to  35  days.  I  understand 
that  you  have  experienced  some  delays  with  certain  City  departments  in 
the  approving  of  the  required  paperwork.  Please  work  with  these 
departments  in  an  effort  to  expedite  their  processing.  I  recently 
received  the  report  from  my  Task  Force  on  Claims  and  Judgments,  chaired 
by  Jerry  Falk,  and  plan  to  discuss  the  recommendations  with  you  shortly. 
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Since  your  workload  Is  still  Increasing,  you  have  not  yet  been  able  to 
reduce  your  caseload  per  attorney.  I  appreciate  your  efforts  to  address 
this  problem  with  the  assignment  of  more  paraprofesslonals ,  more  support 
staff,  by  the  Increased  use  of  computers  and  word  processing,  and  by  the 
use  of  legal  "team"  techniques.  Moreover,  this  workload  and  staffing 
problem  Is  somewhat  alleviated  by  the  high  quality  of  the  new  attorneys 
which  are  being  recruited  for  your  office.  As  a  result  of  your 
agresslve  recruiting  program  at  the  law  schools,  and  then  by  hiring  the 
best  candidates  as  paralegals  or  staff  aides  until  they  pass  the  bar 
exam,  you  have  been  able  to  obtain  top  graduates. 

Your  significant  Involvement  In  the  implementation  of  the  transit  impact 
development  fee  is  much  appreciated.  Since  the  City  won  the  litigation 
involving  the  fee,  Russ  Building  Partnership,  et  al .  v.  CCSF,  et  al . , 
the  PUC  has  increased  its  fee  collection  activities.  As  a  result  many 
legal  issues  have  arisen  relating  to  implementation  of  the  TIDF 
ordinance  and  regulations.  My  office  is  aware  that  you  have  been  deeply 
involved  in  the  implementation  procedures  and  have,  by  letter  opinion 
and  verbally,  responded  to  numerous  requests  for  opinions.  Thank  you. 

Your  commitment  to  improved  performance  and  utilization  of  MBO 
techniques,  and  your  efforts  to  find  solutions  under  difficult 
circumstances,  are  much  appreciated.  Please  accept  the  assistance  of  my 
office  in  making  1985-86  an  even  better  year. 


srely  yours , 


DF/DR 
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SAN     FRANCISCO 


December  17,  1985 

Mr.  Toby  Rosenblatt,  President 

and  Members 
City  Planning  Commission 
450  McAllister  Street 
San  Francisco,  California  94102 

Dear  Commissioners: 

I  have  reviewed  the  Planning  Department's  performance  for  the  1984-85  fiscal  year, 
the  4th  year  that  the  department  has  been  in  the  City's  Management-By-Objectives 
(MBO)  performance  measurement  program.   Over  the  last  two  years  hundreds  of 
hours  of  hard  work  went  into  pioneering  guidelines  for  developing  the  City's 
commercial  core.   The  past  year  was  one  of  high  achievement  for  your  commission: 
a  banner  year  for  Planning  with  the  enactment  of  the  Downtown  Plan. 
Congratulations! 

With  the  adoption  by  the  Board  of  Supervisors,  the  Downtown  Plan  now  moves  from 
comprehensive  planning  to  implementation,  and  the  Department  must  now  begin 
processing  permits  under  the  new  rules.   This  poses  an  important  new  challenge  to 
the  department,  and  1  will  work  closely  with  you  to  assure  it  is  achieved 
successfully.    Your  overall  track  record  against  M.B.O.  objectives  for  permit 
processing  improved  last  year,  but  the  Department's  performance  at  47%  is  still 
well  below  your  target  of  80%.   It  will  be  increasingly  important  to  have  strong 
performance  in  permit  processing  to  be  sure  the  plan  is  being  implemented  in  an 
effective  and  responsive  manner. 

THE  DOWNTOWN  PLAN 

San  Francisco  broke  new  ground  with  the  adoption  of  the  Downtown  Plan.   This 
precedent  setting  guide  controls  the  rate  of  office  construction  with  complementary 
requirements  for  historic  preservation,  open  space  and  architectural  excellence  is  a 
highly  professional  plan.   The  staff  deserves  particular  commendation  for  the  long, 
difficult  and  successful  effort. 

The  coming  year  will  involve  the  Commission  and  department  staff  in  reviewing 
buildings  and  awarding  approvals  under  the  new  950,000  square  foot  annual  "cap".    In 
doing  so,  it  is  essential  that  the  Commission  develop  objective  criteria  for  asssuring 
that  new  buildings  are  truly  distinguished  and  that  open  space  and  historic  buildings 
are  preserved.   The  Downtown  Plan  with  its  emphasis  on  slender,  tapered  buildings 
with  aesethic  appeal  will  assure  that  growth,  while  controlled,  keeps  pace  with 
expansion  of  the  labor  force  and  employment  opportunities  for  San  Franciscans. 
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In  addition  to  the  Downtown  Plan,  other  plans  are  now  underway  for 
neighborhood  commercial  areas,  Chinatown,  South  of  Market,  Rlncon  Hill, 
Van  Ness  Avenue.  Plans  have  been  completed  for  North  of  Market.  These 
companion  plans  will  channel  some  of  the  pressure  away  from  North  of 
Market  and  protect  adjacent  neighborhoods.  The  plans  also  Identify  the 
City's  opportunities  for  new  housing,  the  highest  priority  for 
development  of  my  administration. 

This  combination  of  new  plans  represents  the  most  comprehensive  revision 
to  the  City's  land  use  planning  In  twelve  years.  As  the  department 
shifts  its  emphasis  from  new  plans  to  implementation,  a  shift  In  staff 
assignments  may  be  needed. 

MANAGING  THE  PERMIT  PROCESS 

The  number  of  permits  continues  at  a  high  level.  In  the  last  Fiscal 
Year,  a  101  drop  in  building  permit  applications,  from  5740  to  5165  was 
coupled  with  a  12X  increase  in  special  use/conditional  use  requests, 
(from  42  to  47).  Please  prepare  a  report  that  anticipates  the  number  and 
nature  of  permit  requests  in  FY  85/86,  e.g.  how  many  requests  for 
variances,  special  uses,  reviews  by  the  Zoning  Administrator.  Attach 
this  report  to  your  first  quarterly  M.B.O.  performance  report.  Please 
pay  particular  attention  to  those  areas  where  you  anticipate  an  increase: 
where  the  Downtown  Plan  and  plans  for  the  north  and  south  of  Market 
provide  for  the  individual  review  of  special  cases. 

Managing  permits  should  be  the  highest  priority  of  the  Department.  City 
revenues  are  extremely  limited,  and  no  new  staff  should  be  anticipated  to 
do  the  job.  Management  of  the  permit  processing  system  is  critical,  and 
I  urge  you  to  look  at  measures  that  do  the  following: 

1.  Limit  the  options.  The  Downtown  Plan  expands  the  number  of 
individual  considerations  in  reviewing  major  developments,  as  does  the 
plan  for  North  of  Market.   I  appreciate  the  advantages  of  flexibility  in 
new  plans,  at  the  same  time  increasing  options  results  in  more  staff  work 
and  more  review  time  by  the  Planning  Commission.  Where  possible,  new 
plans  should  reduce  the  possibilities  for  special  consideration,  e.g. 
variances  and  special  uses.  As  new  plans  are  developed,  clear  criteria 
that  reduce  exceptions  and  subjectivity  should  be  central  to  their 
implementation. 

The  goal  of  90X  of  special  use  applications  within  30  to  60  days  was 
met.  This  target  should  be  maintained. 

2.  Revising  variance  reporting  requirements  is  a  step  in  the  right 
direction  and  should  be  pursued.   If  you  can  streamline  the  review 
process  to  make  decisions  clearer,  reporting  will  be  less  cumbersome.   I 
recognize  that  no  two  decisions  are  identical,  and  the  variance  concept 
was  created  to  handle  special  circumstances.  Wherever  possible,  stick  to 
criteria  and  decrease  reporting  requirements  . 
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Performance  Improved  last  year  In  processing  85X  of  151  applications  for 
variances  within  60  days  of  submittal,  nearlng  your  goal  of  90X. 

3.  Making  some  decisions  the  responsibility  of  the  Zoning  Administrator, 
as  Is  proposed  1n  the  South  of  Market  Plan,  may  be  a  good  way  to  shorten 
the  review  time.  At  the  same  time,  this  technique  should  not  be  used  to 
Increase  the  number  of  Individual  considerations  possible  under  a  plan. 
(See  #1  above).  I  will  watch  this  with  Interest. 

4.  Reduce  the  need  for  extensive  record-keeping.  Your  request  for 
computerizing  the  department's  files  was  granted  this  year,  and  I  am 
anxious  to  know  If  the  consolidation  of  permit  history  Information  can 
reduce  staff  time.  Prop  K   necessitated  a  $200,000  study  to  computerize 
Information  about  sites  potentially  shadowed  by  large  buildings.  The 
Downtown  Plan  will  require  extensive  Information  parcel  by  parcel.  Other 
plans  should  not  require  this  fine  grain  approach  and  the  requisite  need 
for  record  keeping. 

5.  Adopt  a  cut-off  date  for  all  final  decisions  on  variances  and  special 
uses.  While  M.B.0.  performance  met  your  goal  of  90X,  It  appears  that  the 
remaining  10X  of  the  decisions  can  be  delayed  for  extended  periods  of 
time.  A  deadline  for  that  remaining  10X  should  be  adopoted  so  that  final 
decisions  do  not  drag  on  for  months. 

6.  Strong  management  of  the  permit  process  system  is  key  to  success  in 
administering  the  new  plans  of  the  Department.  This  will  require 
involvement  from  the  top  down.  I  ask  you  to  work  with  my  staff  in 
developing  new  procedures. 

BY  JANUARY  31,  1985,  I  REQUEST  THAT  THE  COMMISSION  PREPARE  A 
PROGRAM  OF  RECOMMENDATIONS  FOR  IMPROVING  THE  DEPARTMENT'S 


PERMIT  PROCESSING  SYSTEM,  WITH  SPECIAL  EMPHASIS  ON 
IMPLEMENTING  THE  DOWNTOWN  PLAN. 


Housing 


The  City's  accomplishments  in  housing  have  been  noteworthy,  and  you  are 
to  be  congratulated  on  your  work  in  helping  achieve  them.  Three 
outstanding  accomplishments  have  been  the  development  of  housing  at  the 
Farragutt  School  site,  Rincon  Square  and  the  mixed  use  developments  on 
Van  Ness  Avenue. 

More  housing  must  be  built  in  San  Francisco  if  we  are  to  address  our 
serious  shortage  and  accommodate  people  who  will  work  in  the  new  jobs  we 
create  in  the  next  ten  years.  Unfortunately,  the  year  ahead  will  provide 
few  subsidies.  I  have  frozen  the  special  housing  fund  until  we  know 
whether  we  will  be  able  to  balance  next  year's  budget.  Housing  already 
committed  will  go  ahead.  The  Commission  1s  urged  to  continue  to  make 
available  housing  opportunities  in  your  plans  and  in  your  review  and 
approval  of  housing  proposals.  The  City  must  rely  on  OHPP  and  techniques 
such  as  density  bonuses  to  create  subsidies.  Where  possible,  market  rate 
housing  without  subsidies  must  be  encouraged.  We  are  in  a  period  of 
favorable  mortgage  rates,  and  we  should  take  advantage  of  it. 
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New  plans  for  areas  with  the  potential  for  new  housing  development  should 
receive  the  highest  priority.  Rlncon  H111,  Van  Ness  Avenue  and  South  of 
Market  are  areas  where  substantial  new  housing  can  be  built.  Mortgage 
rates  may  rise,  so  It  is  Important  that  plans  move  forward. 

Mission  Bay 

The  concept  for  Mission  Bay  that  was  reached  last  year  and  Is  spelled  out 
in  my  letter  to  you  of  October  10,  1984,  Is  an  innovative  and  resourceful 
proposal  for  large-scale  new  development  In  San  Francisco.  It  will 
provide  us  with  housing,  "back  office",  and  R&D  facilities  In  a 
balanced  way.  This  proposal  has  my  full  support.  I  am  pleased  that  the 
Department  reached  an  agreement  with  the  Santa  Fe  Pacific  Company  on 
planning  activities  for  the  project,  and  I  look  forward  to  a  speedy 
conclusion  to  the  planning  study  now  underway.  The  Commission  should 
consider  the  development  of  a  final  plan  and  processing  environmental 
documents  a  very  high  priority. 

Code  Violations 

Code  violation  performance  improved  minimally  in  the  past  year.  Although 
staff  was  able  to  investigate  violation  cases  at  the  rate  of  500  a  year 
compared  to  a  rate  of  400  during  FY  84,  the  Department's  ability  to  meet 
your  goal  to  complete  orders  for  code  compliance  was  101,  compared  to  a 
goal  of  501.  The  pilot  program  established  jointly  with  your  staff  and 
B8I  is  being  watched  closely.  The  recommendations  generated  from  this 
study  will  help  me  decide  where  to  place  emphasis  in  future  programs. 
You  are  to  be  commended  for  your  efforts  here  and  the  long  hours  of  many 
staff  members  in  developing  a  new  program. 

Environmental  Reviews 

Recognizing  the  large  number  of  major  building  projects,  performance  in 
this  area  was  mixed.  You  were  able  to  complete  901  of  departmental 
actions  within  11  months  after  the  applications  were  accepted  as 
complete,  meeting  your  goal.  There  were  problems  in  completing 
preliminary  negative  declarations  within  84  days  (performance  of  607. 
compared  to  your  target  of  801)  and  completing  review  of  major  projects 
within  4  weeks  after  certification  of  EIR  (performance  of  701  compared  to 
901  goal). 

I  am  pleased  to  note  that  landmark  processing  remained  at  1001. 

Summary 

Overall,  the  M.B.0.  system  measured  successes  in  some  important  areas  and 
identified  others  where  problems  continue.  Let  me  congratulate  you  on  a 
productive  year  that  saw  the  Downtown  Plan  adopted.  The  city  is  setting 
new  precedents  with  that  plan,  as  we  will  with  the  development  of  Mission 
Bay.  You  face  an  important  year,  with  two  new  members,  that  will  test 
the  effectiveness  of  the  Downtown  Plan  and  see  you  complete  plans  for 
areas  surrounding  Downtown. 


City  Planning  Commission 
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Managing  the  permit  system  Is  an  Important  priority  for  this  year.  New 
plans  will  tax  your  time  and  the  staff's  ability  to  deliver  If  effective 
management  systems  are  not  In  place.  As  you  successfully  conclude  a 
period  of  pace-setting  new  plans  for  San  Francisco  and  shift  gears  to 
implementing  those  plans,  you  have  my  fullest  support.  If  my  office  can 
be  of  help  to  you  in  any  way,  please  contact  me. 


)F/CF:az 
0960R 


cc:  Dean  Macris,  Director 
City  Planning 
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SAN     FRANCISCO 


October  22,  1985 


Louis  Hop  Lee,  President 

and  Members 
Civil  Service  Commission 
City  Hall  Room  152 
San  Francisco,  CA  94102 


Dear  President  and  Members 

of  the  Civil  Service  Commission: 


I  have  reviewed  your  Department's  FY  1984/85  performance  on  the 
Management-8y-0bjectives  (MBO)  program.  Performance  in  most  areas 
of  the  department  continues  to  be  good.  A  summary  of  performance 
is  given  below: 

EXAMINATIONS  UNIT 

The  quantity  of  work  completed  by  the  Examination  Unit 
continues  to  be  high  for  the  second  consecutive  fiscal 
year.  There  were  359  eligible  lists  established  this 
year,  compared  with  352  one  year  ago.  Productivity  of 
staff  was  also  high,  remaining  at  the  FY  1983-84  level  of 
approximately  10  lists  per  professional  staff. 
Congratulations  on  the  continued  high  output! 

Last  year,  there  was  a  concern  that  Civil  Service  might 
be  overly  focusing  on  the  quantity  of  exams  at  the 
expense  of  qual i ty.  To  that  end,  you  were  asked  to 
perform  a  survey  of  the  departments  with  newly  hired 
employees.  The  results  of  that  survey  show  that  over  90% 
of  the  new  employees  were  performing  work  at  a  level  of 
satisfactory  or  above.  This  shows  that  the  quality  of 
exams  is  probably  very  good  overall. 

Please  continue  these  surveys.  You  might  even  consider 
enlarging  them  to  ensure  that  you  have  a  better  knowledge 
of  departmental  needs  and  attitudes  on  a  regular  basis. 


Louis  Hop  Lee,  President 
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MANAGEMENT  TRAINING  UNIT 

This  unit  again  surpassed  its  targets  for  training  the 
City's  managers.  852  managers  received  training  In 
management  development,  well  above  the  target  of  616  and 
above  last  year's  performance  of  780.  Additionally,  745 
managers  were  trained  in  the  use  of  the  performance 
evaluation  system,  far  beyond  the  target  of  168  and  well 
above  last  year's  performance  of  473.  Keep  up  the  good 
work! 

We  still  need  to  have  a  full  appraisal  of  the  performance 
evaluation  system  in  all  departments  as  well  as  an 
appraisal  of  the  many  training  programs  you  offer.  Your 
willingness  to  set  aside  a  position  to  accomplish  this  Is 
admirable  and,  given  the  start  in  FY  1984-85,  this  person 
should  be  able  to  fully  accomplish  these  tasks  during 
1985-86.  This  process  Is  critical,  particularly  when  we 
phase-In  the  Senior  Management  Service. 

PERSONAL  SERVICES  CONTRACTS 

The  review  of  personal  services  contracts  1s  again 
meeting  Its  established  target.  Of  the  803  contracts 
reviewed  by  staff,  763  (or  95X)  were  acted  upon  within 
two  weeks.  This  Is  better  than  last  year's  performance 
of  931  and  meets  the  target  of  95X. 

AFFIRMATIVE  ACTION  UNIT 

84X  of  the  discrimination  complaints  filed  with  the 
department  were  acted  upon  within  established  Civil 
Service  time  limits;  this  compares  favorably  with  the  801 
target  and  is  fairly  close  to  last  year's  level  of  881. 
Performance  in  this  area  should  improve  if  the  Board  of 
Supervisors  approves  the  request  for  an  additional 
Training  Officer  to  handle  EEO  types  of  sessions.  The 
number  of  complaints  filed  should  decrease  if  the 
training  sessions  are  good. 

CERTIFICATION  UNIT 

The  time  to  process  personnel  requisitions  has  decreased 
from  the  5.5  weeks  in  1983/84  to  2  weeks  in  the  fourth 
quarter  of  1984/85.  The  improvement  in  this  area  is  very 
good,  and  you  should  be  able  to  continue  this  high  level 
of  performance  on  a  consistent  basis. 

Thank  you  and  your  staff  for  the  cooperation  extended  in 
the  establishment  of  a  new  review  policy  for 
requisitions.  The  "One  Stop  Shop"  approach  we  are 
developing  will  speed  the  filling  of  critical 
requisitions  while  ensuring  that  adequate  funding  for 
budgets  in  subsequent  years  is  maintained. 
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CLASSIFICATIONS  UNIT 


Only  761  of  the  new  and  substitute  positions  requested 
during  the  past  fiscal  year  were  reviewed.  This  was  well 
below  the  target  of  851  and  also  below  last  year's  level 
of  831.  Since  we  will  be  requiring  departments  to  have 
Civil  Service  approval  prior  to  placing  substitutions  in 
the  budget,  an  increased  effort  Is  required  1n  this 
area.  Please  Investigate  this  decline  in  performance  and 
make  changes  where  indicated. 

SENIOR  MANAGEMENT  SERVICE 

Last  year's  MBO  review  stated  that  "Implementation  of  the 
Senior  Management  Service  continues  to  be  delayed."  That 
statement  is  true  again  this  year.  You  are  again  urged 
to  work  with  the  Ralph  Anderson  group  to  finalize  the 
survey  of  executive  and  management  classifications  and 
get  SMS  rolling.  He  began  this  effort  In  1979  and, 
frankly,  I  am  getting  Impatient. 

ACTIONS  OF  THE  COMMISSION 

A  recent  Grand  Jury  report  stated  that  the  Civil  Service 
Commission  often  acts  as  a  Social  Services  agency  rather 
than  a  personnel  agency  In  dealing  with  employees.  Your 
primary  duty  Is  to  ensure  that  the  citizens  of  San 
Francisco  have  the  best  available  employees  serving 
them.  Once  again,  the  City  Is  not  an  employer  of  last 
resort.  Rather  we  must  be  able  to  operate  efficient 
services  to  our  people.  To  that  end,  I  ask  that  you  be 
supportive  of  strong  management  and  accountability. 

OTHER  ACTIONS 

Last  February,  you  were  asked  to  establish  an  employee 
newsletter  to  provide  basic  personnel  and  examination 
announcements  to  our  employees.  This  has  been  a 
consistent  request  of  employees.  So  far,  there  has  been 
no  proposal  or  implementation  plan,  even  though  a  similar 
newsletter  existed  briefly  a  decade  ago.  This  project 
should  be  given  a  high  priority  in  the  current  year. 
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In  summary,  I  am  generally  pleased  with  many  areas  of  performance 
in  Civil  Service.  While  we  have  come  a  long  way  in  a  short  period 
of  time,  we  have  a  long  way  yet  to  travel.  With  the  establishment 
of  a  Senior  Management  Service  and  with  the  passage  of  the  Civil 
Service  charter  reform  Initiative  in  June,  we  will  have  the 
structure  for  a  personnel  system  to  be  admired  and  emulated  by  all, 


cc: 


John  Walsh,  General  Manager 
Civil  Service 
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December  20.  1985 


Dr.  HIlHam  Gee,  President 

and  Members 
Commission  on  the  Aging 
1360  Mission  Street,  4th  Floor 
San  Francisco,  California  94103 

Dear  Commissioners: 

Your  Management  by  Objectives  performance  for  1984-85  has  been  reviewed 
by  me.  This  was  the  second  year  of  your  participation  In  the  MBO 
program,  and  your  overall  performance  Improved  greatly  over  your  first 
fiscal  year,  FYI  1983-84. 

You  should  be  commended  for  the  successful  effort  In  obtaining  reliable 
information  from  your  41  contractors  In  order  to  have  true  MBO  measure- 
ments of  services  provided.  This  joint  effort  by  your  staff  and  service 
providers  gave  us  the  opportunity  to  analyze  the  performance  In  each 
service  area. 

Administration 

o   Administration  objectives  were  met.  All  contracts  were  processed 
within  45  days  and  contractors  monitored  for  work  performance  on 
a  quarterly  basis. 

Information  and  Referrral 

o   This  was  the  second  year  that  the  Department  of  Public  Health  has 
taken  over  the  information  and  referral  services.  The  number  of 
unduplicated  clients  served  doubled  the  number  of  fiscal  year 
1983-84.  Obviously  the  consolidation  and  transfer  of  these 
services  contributed  to  this  big  gain. 

o   The  evaluation  and  follow-up  services  were  almost  nine  times 
greater  than  those  offered  in  the  previous  year.  The  target  for 
this  current  year  has  been  raised  to  meet  the  expected  increase 
in  these  services. 
Case  Management 

o   Case  Management  services  to  enable  funcionally  impaired  clients 
to  obtain  needed  services  increased  by  181,  from  1,392  to  1,646. 
Housing 

o   Housing  placement  and  counseling  services  decreased  from  the 
previous  year.  This  was  due  in  large  part  to  the  decreased 
availability  of  affordable  housing  units.  Your  staff  is 
currently  studying  this  problem  and  will  report  on  options  for 
programmatic  changes. 
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Nutrition 

o   Compared  to  the  previous  year,  31  more  undupHcated  clients  were 

served  in  the  congregate  meal  program.  Also,  there  was  a  41  Increase 
1n  the  number  of  meals,  from  1,143,026  to  1,201,452. 

o   For  In  home  meals,  you  served  571  more  clients,  from  2,084  In  the 
previous  year  to  3,275.  The  number  of  In-home  meals  Increased  by  231 
from  360,597  to  444,772.  These  large  Increases  were  made  possible  by 
special  state  legislation  providing  more  funds  for  1n-home  meals. 
In  Home  Services 

o   In-home  services,  Including  the  performing  of  household  chores  and 
personal  care,  Increased,  from  765  undupHcated  clients  served  to 
929.  Your  current  year  target  of  688  Is  too  low,  and  should  be 
adjusted. 
Security/Crime 

o   The  number  of  undupHcated  clients  who  recleved  security  services 

dropped  by  almost  half,  but  the  number  of  escort  trips  went  from  6,221 
to  8,343,  a  34X  Increase.  Apparently,  clients  are  beginning  to  use 
this  service  on  a  regular  basis,  and  there  was  less  turnover  of 
clients. 
Transportation 

o   The  newly  coordinated  transportation  services  under  the  Public 

Utilities  Commission  proved  to  be  highly  effective.  The  number  of  one 
way  trips  increased  141,  from  58,265  to  66,835. 
Community  Services 

o   121,981  clients  received  income  support  and  material  aid.  This  411 
Increase  from  the  previous  year's  86,647  clients  served  was  due  to 
Increased  USDA  surplus  commodities  and  other  commodities  made 
available  to  seniors. 
Consumer  Services 

o   The  number  of  undupHcated  clients  increased  slightly;  from  13,263  to 
13,669.  However,  the  number  of  discount  cards  increased  by  281,  from 
39,479  to  50,539.  The  substantial  increase  in  discount  cards  issued 
was  the  result  of  adding  new  sites  for  this  purpose. 

************************************** 

Your  overall  MB0  performance  for  the  second  year  was  excellent.  I  ask  that 
your  department  work  with  my  staff  to  revise  current  year  targets  to  reflect 
realistic  expectations  and  also  to  develop  additional  measures  of  program 
effectiveness. 

Congratulations  on  a  fine  year  of  achievement. 

Sincerely  yours, 


DF/BL:az 

cc:  Ms.  Joyce  Ream,  Director 
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November  21,  1985 

Juanita  Owens,  Chair 

and  Members 
Commission  on  the  Status  of  Women 
1095  Market  Street 
San  Francisco,  California  94103 

Dear  Chair  and  Members: 

1  have  completed  my  review  of  the  Fiscal  Year  1984/85  MBO  performance  of  the 
Commission  on  the  Status  of  Women  (COSW).   Your  performance  included  the 
following: 

COSW  continued  to  address  the  problem  of  sexual  harassment.   5,120  San 
Franciscans  received  information  on  sexual  harassment;  and  55  callers 
received  help  from  the  sexual  harassment  helpline.   For  the  only  measure 
with  an  established  target,  210  City  employees  were  educated,  far  short  of 
the  target  of  1,000. 

Please  develop  measures  and  targets  for  1985/86  that  will  reflect  the 
revised  sexual  harassment  ordinance  and  ongoing  COSW  efforts. 
These  should  be  coordinated  with  the  efforts  of  the  Civil  Service 
Commission  and  should  incorporate  my  request  to  help  promote  and 
make  effective  use  of  the  film  developed  by  Civil  Service  staff,  and 
aim  to  continue  the  effective  service  of  the  sexual  harassment 
helpline. 

Efforts  to  address  the  problems  of  sexual  assault  :tnd  child  sexual  abuse 
were  much  better  than  targeted.   20  girls  were  trained  in  self  defense,  as 
targeted.   20  service  providers  were  trained  in  sexual  assault  and 
self-defense,  as  targeted.   3,065  people  were  educated  through  library 
exhibits,  films  and  other  means,  far  more  than  the  target  of  320. 

COSW  has  effectively  addressed  an  important  issue  using  existing 
resources. 

COSW  continues  to  develop  meaningful  measures  to  help  effectively 
administer  domestic  violence  program  monies.   Over  5,369  clients  were 
served  by  La  Casa  de  las  Madres  and  WOMAN,  Inc.   20%  of  La  Casa's 
budget,  and  17%  of  WOMAN,  Inc's.  budget  were  made  up  of  domestic 
violence  program  fund  monies. 

Thank  you  for  developing  the  measures  and  MBO  program  requested 
in  the  Mayor's  1983/84  assessment  letter.    Please  apply  specific 
targets  to  these  measures  for  1985/86.   This  is  especially  important 
because  of  the  S100.000  General  Fund  contribution  added  this  year  to 
the  Domestic  Violence  Fund. 
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the  30  targeted. 

members. 
-        Mtenda^LCC^Veven^^ 

--.-^^vuted mm*U- aXjL^TSHLSS  members 
only  a  15%  increase  was  targeted.    »ow^«  ' «  committee 

appeared  at  COSW  meetings;  half  of  the  target  otw. 
membere  were  recruited  who  are  ethnic  minorities. 

Thank  vou  for  your  efforts  to  soLicit  greater  and  m°^  &vera 
com^Sy  participation.   I  look  forward  to  more  fundraisers  as 
successful  as  your  last  one. 

&^J£tt<££ZSRtt~  comparable  worth. 

As  you  .now,  the  City  faces  severe  ^^TJt^C^cT^  *"  " 
is  especially  important  that  ^u  concentrate  on  ^"  ^  >-  f  sexual  ^mll  or 
particularly  effective.   Thse  include  areassucn  tt P^en  involve(J 

ES^-'^^SSWffiSr^Si.  ^  -duplicated. 

*************** 

Piscal  Vear  ,984/85  ^%^^^^TJ^^^^ 

individual  Commissioners  will  not  alw^f  f^'  ,1  commission  on  the  Status  of 
to  working  together  with  you  in  the  year  to  come. 


cc:    Jacquie  Hale,  Coordinator 
8875R 
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DlANNE  FEINSTEIN 


John  C.  Farrell 

Controller,  City  and  County  of  San  Francisco 

City  Hall  Room  109 

San  Francisco,  CA  94102 


Dear  John 


I  have  just  completed  my  review  of  MBO  performance  In  the 
Controller's  Office  for  1984-85.   I  will  be  addressing  the  FY 
1984-85  performance  for  Data  Processlg  In  a  separate  letter. 
Productivity  In  the  Controller's  Office  continues  to  be  quite  high 
In  most  areas  of  the  office.  I  do  have  a  couple  of  requests  of 
you  for  the  coming  fiscal  year.  First,  however,  let  me 
congratulate  you  on  the  following  areas  of  performance: 

I  know  it  seems  to  have  become  routine  by  now,  but 
congratulations  on  yet  another  successful  year-end  closing. 
Once  again,  you  have  issued  the  Consolidated  Annual  Financial 
Report  on  time  and  once  again,  the  City  has  received  the 
Certificate  of  Compliance  from  the  Municipal  Finance  Officers 
Association.  Congratulations  on  continuing  a  job  well  done; 
we've  come  a  long  way  in  a  short  time. 

The  Payroll  Project  has  continued  its  implementation  of  the 
new  system  fairly  close  to  schedule  despite  the  fact  that  the 
larger,  more  complex  departments  are  being  converted.   I'll 
have  more  to  say  about  this  project  a  little  later. 

All  of  the  objectives  regarding  the  timely  processing  and 
monitoring  of  data  into  the  City's  financial  accounting  system 
have  been  met.   This  has  greatly  assisted  me  and  my  staff  in 
determining  reasonable  budget  allocations. 

I  would  also  thank  the  Analysis  and  Reports  Program  for  its 
efforts  in  regularly  reviewing  all  revenues,  expenditures  and 
fund  balances  during  the  fiscal  year.  This  also  has  assisted 
us  in  our  budget  deliberations. 

There  was  only  one  area  where  performance  was  not  up  to  par  in  the 
past  fiscal  year. 
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While  l.under stand  that  Financial  Systems  takes  on  most  of  the 
tnfly  complex  and  difficult  projects,  I  remain  concerned  that 
they  routinely  miss  a  great  deal  of  the  targets  they  set  for 
themselves.  For  example,  in  the  past  year,  my  Budget  Office 
was  unable  to  use  a  modified  budget  system  during  our 
deliberations  because  of  delays  in  meeting  the  established 
time  schedule.  In  your  own  department,  the  Financial  Services 
Program  did  not  have  access  to  a  larger  variety  of  monitoring 
reports  because  of  delays  in  designing  and  implementing  them. 
To  be  fair,  a  number  of  projects  were  completed  on  time,  but 
the  overall  track  record  of  this  program  seems  to  be  that 
projects  are  completed  late.  Because  of  continued  involvement 
in  the  budget  development  project  and  other  high  visibility 
projects,  I  ask  that  you  pay  particular  attention  to  this 
program  and  ensure  that  all  targets  are  met. 

I  also  have  one  other  area  where  I  would  like  you  to  pay 
particular  attention. 

There  is  a  great  deal  of  cost  savings  available  to  the  City 
once  the  old  payroll  system  is  scrapped.  Previous  performance 
indicates  that  the  project  will  remain  on  schedule,  but 
because  of  the  tight  financial  picture,  I  would  ask  that  you 
try  to  ensure  that  we  realize  the  cost  benefits  of  the  new 
system  as  soon  as  possible  by  scrapping  the  old  system  as  soon 
as  it  is  responsible  to  do  so. 

Once  again,  let  me  congratulate  you  on  another  year  of  good 
performance  and  encourage  you  to  keep  up  the  good  work.  I  also 
want  to  take  this  opportunity  to  thank  you  and  your  staff  for  the 
advice  and  guidance  my  office  receives  on  a  consistent  basis 
throughout  the  year. 

Sincerely, 
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DlANNE  FEINSTEIN 


Through  John  C.  Farrel  1 

Henry  Nanjo,  Director 

Information  Systems  Division  (ISD) 

City  Hall  Room  2A 

San  Francisco,  CA  94102 


Dear  Henry: 


I  have  recently  completed  my  annual  performance  review  of  the 
Information  Systems  Division  for  FY  1984-85.  This  review  utilized 
Information  both  from  your  MBO  performance  reports  and  from  the 
survey  of  user  satisfaction  performed  for  the  first  time  In  FY 
1984-85. 

First  of  all,  congratulations  on  performing  this  survey.  As  a 
service  organization,  Data  Processing  must  remain  aware  of  the 
needs  of  the  customers  it  serves.  This  survey  should  be  continued 
on  an  annual  basis  with  reporting  and  performance  objectives  to  be 
included  In  the  MBO  System. 


Performance  in  Data  Processing  was  mixed  in  FY  1984-85. 
of  areas  had  very  good  performance: 


A  number 


Response  times  for  inquiries  on  computer  terminals  was  well 
within  the  target.  These  targets  have  been  lowered  in  the 
coming  year  to  make  for  a  greater  challenge. 

Your  "Help  Desk"  has  proven  to  be  successful  with  801  of  your 
survey  respondents  felling  that  the  services  provided  are 
satisfactory  or  better.  A  new  objective  requiring  you  to 
respond  to  all  inquiries  to  the  "Help  Desk"  within  two  hours 
should  assist  in  ensuring  that  this  valuable  service  continues 
to  be  responsive. 

The  training  programs  you  offer  are  well  received,  with  71% 
rating  them  as  satisfactory  or  better.  Please  continue  your 
efforts  in  ensuring  that  the  course  content  remains 
interesting  and  useful  to  departments. 
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However,  a  number  of  areas  of  concern  came  out  of  the  review: 

There  is  a  general  feeling  that  the  timeliness  of  computer 
reports  is  not  satisfactory.  While  only  2%   rated  you  as 
outstanding,  38X  rated  you  as  not  satisfactory.  Additionally, 
there  have  been  problems  In  Informing  departments  of 
problems.  Please  give  special  attention  to  this  area.  The 
objectives  which  you  have  established  require  you  to  inform 
departments  within  8  hours  of  a  failed  job  and  to  Inform 
departments  a  week  ahead  of  time  when  computer  maintenance 
will  take  place.  This  should  help  to  improve  the  ratings. 

Host  departments  do  not  understand  their  ISP  budgets,  nor  the 


bills  they  receive.  Depar 
area  and  in  the  production 
processing  does  not  recogn 
Just  as  departments  expect 
efficient  services  from  ou 
expect  the  same  level  of  s 
organizations.  Objectives 
management  program  asking 
and  to  respond  to  inquirie 


tmental  survey  results  both  in  this 
program  seem  to  indicate  that  data 
ize  its  role  as  a  service  provider, 
to  receive  prompt,  courteous  and 
tside  vendors,  so  too  should  they 
ervices  from  internal  service 
have  been  established  in  the 
you  to  improve  your  billing  system 
s  as  would  any  outside  vendor. 


Complaints  regarding  the  mixed  ratings  in  the  Systems  and 
Programming  area  should  be  investigated.  The  results  show 
that  the  work  performed  in  implementing  new  systems  and 
maintaining  existing  systems  is  either  very  good  or  very  poor, 
with  almost  no  work  of  an  average  nature.  Can  it  be  that  the 
same  people  are  continuously  performing  the  unsatisfactory 
work? 

Since  we  are  moving  into  a  budget  process  for  FY  1986-87  which  may 
require  expenditure  reductions  to  balance,  please  provide  me  with 
an  estimate  as  to  the  cost  of  maintaining  current  systems  and  the 
cost  of  finishing  or  maintaining  systems  currently  under 
development.   This  will  give  us  a  better  idea  of  the  minimum 
funding  required  to  keep  whole  what  we  have  already  implemented. 

In  summary,  there  is  much  room  for  improvement  in  Data 
Processing.  The  results  of  the  survey  have  shown  that  you  need  to 
make  more  of  an  effort  to  make  ISD  a  true  service  department.  We 
are  ready  to  assist  you  in  any  way  possible  to  improve. 

Smcenely, 


Dianne  Feins'tein 
NJayor 

DF:SN 
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Office  of  the  Mayo* 

SAN     FRANCISCO 


November   19,   1985 


RlANNF  FEINSTEIN 


Ray  Bozzini 

Commissioner  of  Agriculture 

and  Sealer  of  Weights  and  Measures 
501  Army  Street 
San  Francisco,  CA  94124 

THROUGH:  Mr.  Roger  Boas,  Chief  Administrative  Officer 

Dear  Ray: 

I  have  reviewed  your  departments  MBO  performance  for  fiscal  year 
1984-85.  You  have  met  or  exceeded  your  targets  in  most  areas  and  have 
increased  your  revenues,  while  maintaining  the  same  number  of  budgeted 
staff. 

All  performance  objectives  relating  to  the  operation  of  the  Farmers' 
Market  were  achieved  and  all  performance  targets  exceeded.  For  example: 

Almost  12,000  (11,978)  stalls  were  rented,  surpassing  the  target  of 
10,000  by  207. 

The  number  of  tons  of  goods  passing  through  the  market  (3,529) 
exceeded  the  target  of  2,948  by  almost  207. 

Whereas  $120,000  in  revenue  was  anticipated,  more  than  $147,000  was 
col lected. 

These  results  were  achieved  because  of  a  significant  increase  in  the 
number  of  farmers  using  the  market.  However,  this  increased  usage 
indicates  satisfaction  with  the  service  provided  by  your  department  and 
i  s  indicative  of  i  ts  need. 

Activity  in  the  Weights  and  Measures  program  was  better  than  anticipated 
in  most  cases : 

More  than  286,000  packaged  commodities  were  inspected  for  quantity 
control,  exceeding  the  target  of  285,000. 

535  Weighmaster  and  petroleum  premises  were  inspected,  surpassing 
the  target  of  500  premises. 
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However,  performance  did  not  meet  expected  levels  in  one  area: 

It  was  expected  that  7000  weighing  and  measuring  devices  would  be 
inspected.  However,  only  6311  inspections  were  achieved.  This 
happened  because  more  taximeters  were  inspected  in  this  year  than  in 
previous  years.   Taximeters  require  45  to  60  minutes  to  inspect, 
whereas  other  weighing  devices  require  a  much  shorter  time.  Thus, 
the  Airport's  requirement  that  all  taxis  have  their  meters  tested 
and  sealed  with  a  current  seal  has  increased  the  workload  of  your 
department. 

In  the  agricultural  inspection  program,  actual  performance  was  slightly 
under  targeted  levels.  However,  the  targets  were  representations  of 
estimated  levels  of  activity.  Thus,  it  appears  that  the  performance 
achieved  does  not  indicate  any  problems  in  this  area.  Rather,  the  level 
of  port  activity  was  lower  than  anticipated.  I  concur  in  your  effort  to 
readjust  the  performance  targets  for  1985-86  to  properly  reflect  the 
activity  at  the  port. 

Only  155,000  packages  were  inspected  for  export  certification, 
whereas  200,000  were  anticipated.   The  higher  U.S.  dollar  has  caused 

a  decline  in  the  purchase  of  American  agricultural  products. 

Inspections  of  fruit,  vegetable,  egg,  and  nursery  premises  were  very 
close  to  anticipated  levels. 

I  understand  that  the  State  of  California  has  authorized  the  Board  of 
Supervisors  to  Impose  a  fee  for  inspection  of  small  weighing  devices  and 
taximeters.  At  this  writing,  the  Board  is  In  the  process  of  enacting 
such  fees.   I  appreciate  your  resolve  to  pursue  this  revenue  source,  and 
I  fully  support  this  effort. 

Thank  you  for  your  cooperation  and  please  accept  the  assistance  of  my 
office  in  making  FY  1985-86  an  even  better  year. 

Sincerily  yours 


Diacrne  Feinstein 
fWor 


DF/OR 
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Office  of  the  Mayor 

SAN     FRANCISCO 


DlANNE   FEINSTEIN 


November  29,  1985 

Boyd  Stephens,  M.  D. 
Chief  Medical  Examiner 
850  Bryant  Street 
San  Francisco.  CA  94103 

Through  Mr.  Roger  Boas 

Chief  Administrative  Officer 

Dear  Or.  Stephens: 

I  have  just  completed  my  annual  review  of  Management  By  Objectives 
performance  in  the  Medical  Examiner's  Office  for  1984-85.  Once  again, 
thanks  to  you  and  your  staff  for  your  continued  commitment  to  and 
participation  in  this  important  endeavor.  Also,  I  would  like  to 
compliment  you  for  the  achievements  you  have  made  over  the  past 
several  years. 

In  the  prior  fiscal  year,  you  were  able  to  meet  or  exceed  your 
objectives  in  a  number  of  areas: 

o    The  department  continues  to  meet  its  objective  to  positively 
identify  at  least  90%  of  unidentified  cases  within  30  days. 
Of  a  total  of  145  unidentified  coroner's  cases  during 
1984-85,  977.  were  identified  within  30  days.  This  is  up  from 
the  931  success  rate  for  1983-84,  and  927.  rate  for  1983-84. 
Quick  identification  results  in  less  staff  time  required  in 
preparing  dental  charts  mandated  by  law,  and  assists  outside 
agencies  in  locating  a  missing  person.   It  also  reduces 
suffering  of  families  when  the  next  of  kin  can  be  notified 
quickly.  As  of  June  30,  there  were  only  4  outstanding  cases, 
down  from  9  the  year  before. 

o    The  department  increased  the  expertise  of  field  investigators 
by  implementing  over  20  hours  of  training  per  investigator. 
During  1984-85,  the  decartment  actually  achieved  287  hours  of 
training  for  the  ten  investigators.   This  is  much  improvea 
from  the  average  of  6  hours  during  1984-85,  and  1  hour  during 
1983-84.   This  shows  dramatic  improvement,  which  is  expected 
to  continue  during  the  current  fiscal  year. 
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o    The  toxicological  test  turnaround  time  was  improved  slightly 
to  an  average  of  3.8  calendar  days.  The  toxicological  tests 
are  an  important  factor  in  determining  the  cause  of  death  and 
the  preparation  of  death  certificates  for  the  families. 
During  1983-84,  the  average  turnaround  time  was  4  days,  while 
in  1982-83,  the  turnaround  time  was  8  days,  and  during 
1981-82,  the  turnaround  time  had  been  12  days.  During  the 
first  year  of  MBO,  the  average  turnaround  time  had  been  as 
high  as  23  days.   The  number  of  outstanding  cases  at  the  end 
of  each  quarter  decreased,  with  none  remaining  at  the  end  of 
the  year.  The  addition  of  2  full  time  positions  considerably 
improved  the  overall  performance  of  the  toxicology  laboratory. 

o    The  department  met  its  goal  for  transcription  of  gross 

autopsy  reports.  Gross  autopsy  reports  from  all  traumatic 
death  cases  received  were  transcribed  within  24  hours  of  the 
autopsy.  Over  907.  of  the  gross  autopsy  reports  from  cases  of 
nontraumatic  death  were  transcribed  within  5  days  of  the 
autopsy.  During  this  fiscal  year,  the  transcription  of  a 
large  back-log  of  cases  was  completed  and  transcription  was 
current  by  the  end  of  the  year. 

You  and  your  staff  are  to  be  commended  for  making  the  progress  shown 
over  the  past  several  years.  The  addition  of  new  equipment  has  gone  a 
long  way  to  help  you  achieve  the  goals.  With  the  new  mass 
spectrometer,  the  toxicological  test  turnaround  time  should  be 
improved  during  the  coming  year.   It  appears  that  MBO  has  helped  to 
achieve  positive  results  for  your  Office.  Please  consider  adding  some 
new  objectives  in  critical  operating  areas  such  as  Serology  for  the 
coming  year. 

I  look  forward  to  hearing  your  thoughts  on  ways  to  improve  the 
application  of  MBO  in  your  Office. 


DF:DC:dc:5559U 
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Office  of  the  Mayor 

SAN     FRANCISCO 


January  27,    1986 


DlANNE  FEINSTEIM 


The  Honorable  Arlo  Smith 

District  Attorney 

Hall  of  Justice 

850  Bryant  Street 

San  Francisco,  California   94103 

Dear  Arlo: 

My  annual  Management-By-Objectives  (MBO)  performance  review  for 
the  1984-85  fiscal  year  has  been  completed.   I  am  pleased  to  note 
that  you  are  continuing  to  collect  and  report  performance  data  as 
part  of  the  City's  MBO  system. 

The  past  year's  performance  for  the  Prosecution  Division  shows 
the  following: 

*  99%  of  all  felony  trial  cases  proceeded  to  trail  within 
60  days  without  appellate  stays.   The  target  set  was  85% 

*  54%  of  all  misdemeanor  citation  cases  were  reviewed 
within  10  days  of  receipt  and  all  were  reviewed  within 
20  days,  thereby  exceeding  your  target  of  50%. 

*  83%  of  preliminary  court  witnesses  were  contacted  prior 
to  court  date,  although  a  100%  target  was  set. 

82%  of  felony  warrants  from  outside  agencies  were 
processed  and  sent  within  two  days  and  77%  of 
misdemeanor  warrants  were  processed  and  sent  within 
three  days.   The  targets  of  65%  and  60%,  respectively, 
were  exceeded  by  15%  or  more. 

*  Victim-Witness  and  Family  Violence  programs  are  meeting 
or  exceeding  targets  for  counseling  and  aiding  victims 
of  crime 

222  victim  of  violent  crime  claims  were  processed, 
exceeding  the  target  of  200.   All  were  completed 
within  the  target  of  60  days. 

535  hours  of  court  assistance  was  provided  to 
victims  and  witnesses. 
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—   1660  counseling  and  information  services  were 

provided  to  victims  of  family  violence,  exceeding 
the  target  by  over  100%. 

Last  year  at  this  time,  I  expressed  the  hope  that  you  would 
expand  the  scope  of  your  objectives  to  incorporate  the  full  scope 
of  work  performed  by  your  office,  rather  than  the  25%  it  now 
covers.   I  specifically  wanted  to  see  measures  that  emphasized 
results . 

Your  response  of  April  16,  1985  indicated  that  the  present 
automated  criminal  case  status  system  is  inadequate  to  the  task 
and  that  attorney  performance  is  reviewed  by  other  means.   The 
value  of  MBO,  as  other  departments  have  found,  lies  in  its 
ability  to  standardize  and  benchmark  performance  for  policy 
makers  and  citizens  alike. 

The  type  of  information  I  am  suggesting,  such  as  filings,  pleas 
and  trials,  is  currently  available  in  the  published  reports  from 
the  State  but  has  not  been  made  available  through  your  office. 
The  State  Attorney  General,  for  example,  annually  publishes 
comparative  data  for  each  county.   A  review  of  findings  published 
for  1984  shows  that  your  office  accomplished  a  59.6%  conviction 
rate  for  all  adult  felony  arrests  based  on  filings  in  lower  and 
superior  court.   While  this  compares  favorably  to  the  54%  in 
1983,  a  comparison  with  other  metropolitan  counties  in  California 
shows  that  the  San  Francisco  conviction  rate  is  lower  than  all 
others . 

The  Municipal  and  Justice  Court  Summary  Report  for  the  Fiscal 
Year  1984-85  for  San  Francisco,  shows  a  49.3%  conviction  rate  for 
felony  filings. 

I  believe  it  is  important  to  monitor  the  conviction  rate  and 
believe  you  should  take  the  necessary  steps  to  establish  a 
benchmark  to  measure  future  performance. 

FAMILY  SUPPORT  BUREAU 

New  federal  operating  regulations,  high  staff  turnover  and 
reorganization  have  caused  substantial  disruption  in  the  Family 
Support  Bureau  during  the  Fiscal  Year.   The  Bureau  failed  to  meet 
nine  of  the  twenty  key  objectives  during  the  year. 

The  Intake  Unit  failed  to  meet  its  three  key  objectives  to 
increase  summonses,  petitions  and  paternity  judgements. 
Personnel,  organizational  and  operating  changes  interfered  with 
its  ability  even  to  accomplish  prior  year  levels. 

The  Accounting  Unit  met  its  internal  training  objective  but.  did 
not  accomplish  its  target  of  recording  support  payments  within  2 
days  of  receipt.   Increased  volume  and  complexity  of  collections 
were  cited  as  reasons. 
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The  Location  Unit  similarly  failed  to  meet  objectives.   Only 
2,076  of  the  2,500  targeted  locations  of  absent  parents  were 
realized,  due  to  staff  turn  over.   Less  than  50%  of  the  targeted 
summons  and  subpoenas  were  delivered  because  of  the  slow  start  up 
of  this  service  by  the  private  contractor. 

The  Enforcement  Unit  met  two  of  its  three  key  objectives.   Its 
goal  is  to  prepare  accurate  support  billings  and  to  maximize 
collections . 

The  objective  to  increase  support  billings  from  75%  to 
80%  of  total  billings  was  exceeded  by  2% 

The  target  of  $2  million  in  welfare  arrears  collections 
was  exceeded  by  $250,000 

However,  only  2,067  of  the  planned  2,500  legal  orders  were 
processed  because  of  staff  turnover  and  reorganization. 

The  Legal  Unit  was  successful  in  completing  three  of  its  four 
objectives 

979  units  of  execution  were  completed  against  the  target 
of  850 

Existing  support  order  amounts  were  tripled 

510  original  orders  and  judgements  were  obtained  despite 
a  target  of  345. 

The  Welfare  Fraud  Unit  met  almost  all  of  its  objectives.   Targets 
were  exceeded  in  the  following  areas; 

2448  fraud  referrals  were  received 

352  investigations  were  completed  per  investigator 

55  fraud  cases  per  investigator  were  sent  for  prosecution 

$274,000  in  overpayments  were  identified  per  investigator 

387  payment  cases  were  terminated  through  investigation 

The  unit  discovered  $1,373,980  in  overpayments,  exceeding  its 
$1.2  million  target.   The  only  target  not  met,  however,  was  to 
recover  at  least  $720,000  of  these  fraudulent  overpayments;  the 
Unit  met  82%  of  this  target.   I  have  asked  the  Department  of 
Social  Services  to  work  with  you  to  prepare  a  comprehensive 
cost-benefit  appraisal  of  this  unit.   I  would  like  to  receive 
this  prior  to  April  30th. 
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The  year's  results  are  not  encouraging  for  the  Family  Support 
Bureau.   Results  for  the  Prosecution  staff  are  difficult  to 
discern  because  the  objectives  do  not  emphasize  results.   I  am 
still  hopeful  that  you  will  prepare  objectives  addressing 
misdemeanor  and  felony  filings,  hearings  and  dispositions  for  the 
current  fiscal  year. 


DF/lb 
5750U 
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DlANNE   FEINSTEIN 


December  18,  1985 


Through  Roger  Boas,  Chief  Administrative  Officer 


Jules  T.  Beckley 
General  Manager 
Department  of  Electricity 
901  Rankin  Street 
San  Francisco,  CA 

Dear  Mr.  Beckley: 

Your  department's  MBO  performance  for  fiscal  year  1984-85  has  been 
reviewed.  Once  again,  you  achieved  high  marks  1n  some  areas, 
although  some  problems  are  in  evidence  and  need  attention.   In 
total,  you  achieved  61X  of  your  MBO  objectives.  The  following  is 
a  review  of  performance  by  function: 

Your  department  continues  to  excel  at  keeping  portable,  mobile  and 
fixed  radio  units  operational.   However,  preventative  maintenance 
continues  to  show  a  decline. 

997.  of  all  types  of  radio  units  were  available  for  service  (target 
is  907.),  while  only  25%  received  needed  maintenance.   I  realize 
that  your  request  for  additional  maintenance  technicians  in  the  FY 
85-86  budget  was  denied.  However,  even  without  additional 
positions,  it  occurs  to  me  that  a  greater  emphasis  could  be  placed 
on  maintenance.  With  only  a  slight  impact  on  repairs,  you  should 
be  able  to  achieve  targets  in  both  areas. 

Public  Safety  Wire  Communication  met  almost  all  targets.   I  am 
particularly  pleased  that  this  year,  the  Mayor's  Emergency 
Telephone  System  showed  significantly  improved  reliability. 

Reliability  of  fire  alarm  boxes  and  circuits  was  rated  at  997., 
meeting  your  goal.  During  the  first  three  quarters,  you  achieved 
excellent  results  in  meeting  the  goal  of  providing  repairs  to  fire 
house  equipment  within  one  hour.  As  the  result  of  a  position 
becoming  vacant,  performance  did  fall  off  during  the  fourth 
quarter,  and  should  be  improved  now. 

I  am  very  pleased  that  you  responded  to  my  request  of  last  year 
and  met  the  957.  reliability  target  for  the  Mayor's  Emergency  Phone 
System.   It  is  particularly  encouraging  that  the  rating  jumped  as 
high  as  977.  in  the  fourth  quarter.  Please  keep  up  the  good  work! 
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Servicing  of  parking  meters  fell  off  to  a  degree,  although  the 
ma,1or  job  of  changing  locks  cltywlde  was  accomplished. 

681  of  the  City's  meters  were  Inspected  dally,  falling  slightly 
below  the  target  of  73X  Also,  only  30X  of  the  meters  received  a 
complete  overhaul,  substantially  below  the  target  of  40V  I  do 
understand  that  two  retirements,  as  well  as  the  need  to  change 
locks  Impacted  performance  in  these  areas,  and  am  hopeful  that 
this  year,  the  targets  will  be  met. 

Response  time  for  the  repair  of  broken  traffic  lights  fell  way 
down. 

While  your  department  was  well  above  target  for  relamplng 
intersections  (931  was  the  actual  performance,  well  In  excess  of 
the  target  of  740),  only  821  of  traffic  lights  needing  repair 
received  attention  within  one  hour  of  the  reported  outage  -  well 
down  from  last  year's  performance  of  941.  This  situation 
represents  a  threat  to  public  safety,  and  undoubtedly  will  lead  to 
increased  legal  claims  against  the  City.  Please  work  closely  with 
my  office  to  assure  that  any  vacant  positions  are  filled.  Also, 
within  the  resources  of  the  traffic  light  program,  place  as  much 
additional  emphasis  as  necessary  to  improve  results  for  this  key 
objective. 


Overall,  while  you  enjoyed  success  in  many  areas,  it  appears  that 
your  honest  commitment  to  achieving  a  greater  percentage  of  MBO 
goals  was  impacted,  to  some  degree,  by  personnel  shortages 
resulting  from  vacancies  and  retirements.  I  am  most  hopeful  that 
during  FY  85-86,  your  personnel  problems  will  be  solved,  and 
attention  will  paid  to  those  areas  most  in  need  of  it. 


DF/JW 
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Mrs.  W.  Robert  Phillips,  President 

and  Members 
Board  of  Trustees 

The  Fine  Arts  Museums  of  San  Francisco 
Lincoln  Park 
San  Francisco,  CA       94121 

Dear  Trustees: 

A  review  of  your  1984-85  Management-by-Objectives  Performance  Report 
indicates  that  the  Fine  Arts  Museums  met  almost  all  objectives,  and 
achieved  at  least  90%  of  all  targets. 

Of  highest  priority  was  the  implementation  of  an  accelerated  program  to 
computerize  registration  records.   You  were  able  to  hire  five  temporary 
data  entry  clerks  a  month  after  the  final  approval  of  the  supplemental 
appropriation  in  March,  1985.   This  enabled  you  to  register  13,375  items  in 
the  computer,  92%  of  the  target  of  14,500.   I  appreciate  receiving  the 
monthly  reports  on  the  computerized  records.   From  these  reports,  it 
appears  that  you  will  meet  your  goal  of  entering  all  items  in  the  permanent 
collection  in  two  years. 

In  other  areas,  you  performed  up  to  expectation: 

—  >     You  projected  an  attendance  of  only  425,000  because  of  the  lack 

of  a  "blockbuster"  for  1984-85.    You  had  434,432  visitors  and  you 
revised  the  target  to  685,000  for  the  current  year,  based  on  an 
expected  increase  in  attendance  for  the  Impressionist  Exhibit, 
opening  on  April  19,  1986. 

—  >     Services  provided  through  the  Achenbach  Trust  Collection 

Department  were  on  target  for  almost  all  activities.   The  targets 
were  exceeded  for  art  authenticicating  appointments,  artist 
critiques  and  number  of  exhibits.   The  only  target  not  met  was  the 
100  for  the  number  of  researchers  served,  and  the  actual  number 
was  95,  slightly  below  plan. 

—  >     Library  materials  accessioned  totaled  2,335,  97%  of  the  targeted 

2,400.   On  the  other  hand,  2,295  library  materials  were  circulated, 
but  the  targeted  number  was  1,600.   I  understand  that  your  staff 
will  be  revising  the  circulation  target  to  reflect  a  higher  level  of 
activity. 
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and  Members 
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— >     Targets  for  museum  guard  training  programs  were  met.   This  was 
the  first  year  of  measuring  security  related  activities,  and  it  is 
especially  significant  that  all  guards  will  have  received  training  at 
the  Police  Academy  by  the  end  of  Fiscal  Year  1985-86. 

Your  overall  MBO  program  performance  was  excellent,  and  improved  over 
the  previous  year's  performance.   Congratulations  on  a  job  well  done. 

This  is  also  an  opportunity  for  me  to  express  appreciation  for  your 
cooperation  in  proposing  a  multi-year  exchange  program  between  the  Fine 
Arts  Museums  and  other  national  museums  of  the  Soviet  Union,  particularly 
the  Hermitage  in  Leningrad.   My  meeting  with  Pyotr  Demichev,  the  Minister 
of  Culture  of  the  U.S.S.R.,  was  most  encouraging.    As  I  mentioned  in  my 
follow-up  letter  of  December  18  to  Minister  Demichev,  your  delegation  will 
travel  to  Moscow  in  late  January  and,  in  turn,  a  delegation  from  the  Soviet 
Union  will  come  to  San  Francisco  in  February  to  finalize  preparation  for  the 
exhibit  exchange.   There  is  every  indication  that  negotiations  will  lead  to 
many  important  cultural  exchanges  that  will  strengthen  the  friendship 
between  the  peoples  of  the  U.S.S.R.  and  our  country. 

You  and  your  staff  have  been  very  helpful,  and  I  look  forward  to  working 
closely  with  you  for  these  important  cultural  exchanges. 

Warmest  regards. 

Sijfcerely  yours, 


DF/BL:pms 

cc:    Ian  White 
Director 
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Office  of  the  Mayor 

SAN     FRANCISCO 


November    8,    1985 


Dunne  feinsifi.m 


Henry  Berman,  President 

and  Members 
San  Francisco  Fire  Commission 
260  Golden  Gate  Avenue 
San  Francisco,  California   94102 

Dear  Commissioners: 

Having  completed  the  annual  review  of  the  Fire  Department's 
Management-by-Objecti ves  (MBO)  Performance  Report  for  Fiscal 
1984-85,  I  congratulate  the  department  for  outstanding 
performance . 


Year 


In  1984-85,  the  average  city-wide  reported  response  time  to 
building  fires  was  2.5  minutes  matching  your  overall  performance 
for  the  prior  two  fiscal  years  and  beating  the  2.7  minutes 
attained  in  FY  ' 8 1  -  ' 8 2 .   Your  objective  had  been  2.8  minutes  down 
from  a  3  minute  target  in  the  past  few  years. 

The  Department  also  succeeded  in  meeting  its  target  for 
responding  to  resuscitations.   Actual  performance  was  2.9  minutes 
per  response.   The  target  had  been  3.0  minutes.   In  1983-84,  the 
department  was  6  seconds  short  in  meeting  its  3.0  minutes  average 
city-wide  response.   Actual  performance  was  3.1  minutes. 

The  CRISP  Program  showed  outstanding  improvements  for  the  year. 
Follow-up  inspections  of  violations  identified  under  CRISP  were 
targeted  to  be  conducted  within  an  average  of  21  days  with  a  75% 
correction  rate.   Actual  performance  was  20  days  to  follow-up 
with  81%  of  corrections  being  achieved.   Performance  in  1983-84 
had  been  55  days  and  65%  respectively. 

Again  in  1983-84  the  Department  exceeded  its  goal  to  limit  fire 
spread  to  the  floor  of  origin  in  90%  of  incidents.   The  average 
for  the  three  divisions  was  92.8%.   In  1983-84,  the  overall  fire 
containment  was  91.3%.   This  improvement  is  due  in  large  part  to 
Division  Three's  performance  which  is  up  from  85.7%  in  1983-84  to 
90.1%  in  the  current  year.   This  is  steady,  excellent  improvement 
in  one  key  measure  of  the  department's  overall  effectiveness. 
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The  emphasis  on  safe  driving  is  reflected  in  the  fact  that  only 
24  preventable  accidents  occurred  while  firefighting  units 
responded  to  36,658  calls  for  assistance.   This  is  comparable  to 
last  year's  performance  when  23  preventable  accidents  occurred. 
This  performance  greatly  exceeds  the  department's  objective  of 
limiting  preventable  accidents  to  1  for  every  1,000  emergency 
responses.   A  lowering  of  this  target  seems  appropriate  at  this 
time. 

False  alarms  are  down  from  28.4%  to  24.6%  due,  perhaps,  to  an 
increased  education  effort  in  the  schools.   The  objective  had 
been  to  limit  false  alarms  to  30%  of  total  incidents  received. 
For  the  current  fiscal  year,  a  target  of  26%  would  be  appreciated 

The  objective  for  completing  85%  of  all  acceptable  new 
construction  plans  in  35  days  was  not  met.   Actual  performance 
was  77%  for  the  year.   The  primary  problem  appears  to  be  in  the 
first  quarter  when  only  39.6%  of  plans  for  new  construction  were 
completed.   Performance  for  the  following  three  quarters  was 
exceptional  with  81%,  99%  and  100%  of  all 
completed,  respectively.   It  appears  that 
within  this  area;  namely,  a  lieutenant  to 
is  really  paying  off. 


acceptable  new  plans 
the  reorganization 
oversee  this  operation 


The  overall  performance  of  the  Arson  Task  Force  was  down  slightly 
from  the  previous  year.   In  1983-84,  a  44%  clearance  rate  was 
achieved  on  all  cases  with  a  93%  conviction  rate.   In  1984-85,  a 
40%  clearance  rate  and  90%  conviction  was  achieved.   This 
reduction  in  performance  is  a  direct  result  of  the  reassignment 
of  one  of  three  inspectors  from  May,  1984  to  September,  1985.   I 
am  pleased  that  the  inspector  has  been  returned  to  this 
assignment  and  performance  is  up  again. 

The  Department  came  very  close  to  meeting  its  objective  relating 
to  daily  staffing  for  its  firefighters  units.   Actual  performance 
for  1984-85  was  15.5%  with  a  target  of  15%.   This  is  down 
considerably  from  the  17.4%  reported  in  1983-84.   Continued  focus 
on  sick  leave  absences,  particularly  on  weekends,  by  the 
Assistant  Compensation  Claiming  Supervisor  is  highly  encouraged. 


You  are  to  be  commended  for  reducing  the  amount  of  sick  leave 
occurrences  by  993  from  the  previous  year.   Your  goal  had  been 
reduce  occurrences  by  500  from  3,596  to  3,096. 


to 
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There  are  a  couple  of  other  issues  that  bear  mentioning. 

First,  as  we  look  ahead,  we  see  the  department  taking  a 
historical  move  with  the  entry  of  women  firefighters  into  the 
department.   I  know  that  you  have  been  deeply  involved  in  this 
decision.   We  all  would  like  to  see  a  department  that  is  more 
reflective  of  its  citizenry  and  I  know  that  each  of  you  will  do 
your  best  to  deal  with  any  problems  that  may  arise. 

Secondly,  the  City  faces  many  potential  liabilities  as  it  relates 
to  disposal  of  its  waste  material.   I  appreciate  your  efforts  to 
assist  with  the  transfer  of  the  Hazardous  Materials  Unit  to  the 
Health  Department. 

Again,  1  commend  you  and  your  staff  for  all  of  your  diligent  work 
and  we  are  certain  to  encounter  many  challenges  in  the  following 
year  as  we  all  attempt  to  maintain  the  same  level  of  service  with 
fewer  general  fund  resources. 


:c:  Emmett  Condon,  Chief 

San  Francisco  Fire  Department 
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Office  of  the  Mayor 

SAN     FRANCISCO 


DlANNE   FEINSTEIN 


December  4,  1985 

Dr.  Brenda  K.  Wade,  Chair 

and  Members 
Human  Rights  Commission 
1095  Market  Street,  Suite  501 
San  Francisco,  California  94103 

Dear  Commissioners: 

I  have  reviewed  the  1984/85  MBO  performance  of  the  Human  Rights 
Commission.   This  was  a  significant  year  for  the  Human  Rights 
Commission  and  your  MBO  data  reflect  significant  achievements. 

Human  Rights  Commission  performance  includes  the  following: 

-  The  number  of  days  needed  to  resolve  complaints  was  reduced  in 
all  categories.   HRC  investigated  a  total  of  1,021 
complaints.   HRC  resolved  formal  complaints  in  18  days  on 
average;  below  the  20-day  target  and  at  the  same  level  as  last 
year.   You  resolved  informal  complaints  within  5  days,  100% 
better  than  the  10-day  target  and  better  than  the  median  8-day 
performance  of  last  year.   And  official  complaints  were 
resolved  within  350  days,  4.1%  below  the  365-day  target  and 
10.7%  below  the  average  392  days  performance  for  Fiscal  Year 
1983/84. 

o      During   Fiscal    Year    1985/86    the    number   of   complaints 

should   be   minimized.       The    number    of   days    to    resolve    those 
complaints    that    are   filed    should   fall    significantly,    with 
the    use   of   hearing   officers    and    streamlined   procedures . 
The    current    year    target   for    resolution   of  official 
complaints    should   be    reduced    to    300    or    lower. 

-  HRC  monitoring  of  the  MBE/WBE/LBE  Ordinance  was  effective. 
Last  August  we  celebrated  the  first  full  year  of  the 
MBE/WBE/LBE  ordinance.   It  is  safe  to  say  that  the  first  year 
of  the  ordinance  was  a  success:   nearly  15%  of  City  contracts 
went  to  MBEs ,  up  from  2.7%  in  1980-82.   4%  of  City  contracts 
were  awarded  to  WBEs,  up  from  less  than  .2%  in  1980-82,  the 
only  years  available  for  comparison. 
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HRC  is  key  to  the  success  of  the  ordinance.   During  Fiscal 
Year  1984/85  you  approved  all  49  department  plans  submitted 
and  provided  technical  assistance  in  response  to  440 
requests.   1,000  MBEs/WBEs  were  certified;  twice  as  many  as 
the  target  of  500.   Most  certifications  were  processed  within 
45  days,  much  longer  than  the  10-day  target.   5%  were  denied 
certification  after  investigation,  better  than  the  5%  target. 

o      Your    targets   for   Fiscal    Year    1985/86    reflect    the 

ambit ious    nature   of    the   program.       It    is    important    to 
vigilantly   review  all    MBE/WBE   claims;    please   continue    to 
review    targets    regarding  certification   of  MBEs ,    WBEs ,    and 
LBEs    to   ensure    that    they  are    real  istic   and   consistent 
with    results   found    in   other   jurisdictions. 

-  HRC  investigated  336  housing-related  complaints  and  319 
tenant-landlord  complaints.   In  1983/84,  350  housing 
complaints  were  submitted,  but  only  100  tenant-landlord 
complaints  were  submitted. 

o  Part    of    the    rise    in    tenant-landlord   complaints    can   be 

at  tributed    to   HRC's   distribut ion   of    in format  ion   on    tenant 
rights.       I    would   appreciate   your    recommendations    on    the 
overall    rise    in    tenant-landlord   complaints    and 
sugges  t  ions    on    how    to    resolve   problems . 

-  HRC,  through  the  Intergroup  Clearinghouse,  continued  to  meet 
targets  despite  cuts  in  City  funding.   Data  are  only  available 
for  the  first  six  months  of  the  fiscal  year.   During  this 
time,  the  Intergroup  Clearinghouse  initiated  8  school 
projects;  2  more  than  targeted.   It  facilitated  resolution  of 

14  disputes,  near  the  target  of  15  and  1983/84  performance  of 

15  disputes  facilitated. 

o  The  Intergroup  Clearinghouse  should  be  able  to  provide 
full  information  for  FY  1985/86.  now  that  its  staffing 
situation   has    stabilized. 

-  The  Lesbian/Gay  Unit  continued  its  herculean  efforts  to 
address  complaints  related  to  AIDS  and  sexual  preference.   In 
Fiscal  Year  1984/85,  113  sexual  orientation  complaints  were 
investigated;  123  complaints  were  submitted  in  1983/84.   These 
complaints  were  resolved  within  21.6  days,  71.2%  better  than 
the  75-day  target  and  almost  70%  better  than  the  71-day 
performance  of  1983/84.   96%  of  the  complainants  were 
satisfied  by  the  outcome;  better  than  the  80%  target  and  the 
80%  level  of  satisfaction  for  1983/84.   For  Fiscal  Year 
1985/86  you  expect  the  number  of  complaints  to  increase. 
Nevertheless  the  complaints  will  be  processed  within  60  days 
and  at  least  85%  of  complainants  will  be  satisfied  by  the 
outcome. 


59 


Dl .  Brenda  K.  Wade,  Chair 
Page  Three 
December  4,  1985 

20  or  17.7%  of  the  113  sexual  orientation  complaints  were 
AIDS-related.   In  1983/84,  25,  or  20%  of  the  125  complaints 
were  AIDS-related.   The  number  of  people  submitting  AIDS 
complaints  has  begun  to  increase  significantly  —  20  were 
filed  in  the  first  quarter  of  FY  1985/86  —  with  the  recent 
enactment  of  the  AIDS  Discrimination  legislation. 

o     HRC  has    responded    to    the    increased  need    to 
invest  igate    issues    related    to  AIDS.      You  have 
applied    the   expertise   of  existing   staff  and 
resources    in   areas    such  as   housing,    education  and 
employment    to    the   problem  of  AIDS  discrimination.       I 
applaud   your    responsible .    realistic   and   effective 
response    to    this    serious   problem. 


In  recent  years  the  Human  Rights  Commission  has  been  made 
responsible  for  significant  and  far-reaching  programs,  from  City 
contracting  programs  to  AIDS  discrimination.   The  Commission  has 
been  responsive  to  the  concerns  expressed  in  the  Mayor's  annual 
M30  performance  assessment. 

During  Fiscal  Year  1984/85,  HRC  showed  that  it  could: 

anticipate  future  needs; 

address  these  needs  with  existing  resources;  and 

work  with  other  City  agencies  to  coordinate  the  City's 

response  effectively  and  efficiently. 

As  you  know,  the  City  faces  increasingly  severe  fiscal 
constraints.   I  would  appreciate  your  continued  efforts  in  these 
areas : 

Anticipation  of  future  needs.   Please  keep  me  informed  of 
developing  problems,  such  as  those  that  might  be 
indicated  by  the  increase  in  tenant-landlord  complaints. 

Use  of  existing  resources  to  address  needs.   The  fact  is 
that  the  City  cannot  support  new  programs  unless  they  are 
addressed  with  existing  resources  or  outside  funding 
sources.   Please  continue  to  make  the  most  effective  use 
of  existing  resources  a  top  priority. 
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-  Coordination  with  other  City  departments  for  maximum 
effectiveness  and  efficiency.   My  office  is  available  to 
assist  you  in  such  efforts.   I  have  forwarded  a  copy  of  this 
letter  to  several  of  the  departments  whose  cooperation  must  be 
seen  as  key  to  your  efforts. 

During  FY  1985/86,  HRC  will  continue  to  serve  all  of  San 
Francisco.   Your  mandate  is  to  protect  all  residents  from  illegal 
discrimination  and  your  approach  should  continue  to  be  broad 
enough  to  cover  everyone.   Thank  you  for  your  cooperation  and  hard 
work. 


DF/MK:la 


cc :  Grant  Mickins,  III,  Director 
Marvin  Geistlinger,  Purchaser 
Juanita  Owens,  Chair  and  Members 

Commission  on  the  Status  of  Women 
Hector  Chincilla,  Chair  and  Members 

Residential  Rent  Stabilization  and  Arbitration  Board 
Dr.  Philip  Lee,  President  and 

Members,  Health  Commission 
Louis  Hop  Lee,  President  and 

Members,  Civil  Service  Commission 
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October  17,  1985 


Dennis  Sweeney,  Chief 
Juvenile  Probation  Department 
City  and  County  of  San  Francisco 
375  Woodside  Avenue 
San  Francisco,  California   94127 

Dear  Mr.  Sweeney: 

Having  completed  the  annual  review  of  Juvenile  Probation's 
Management-by-Ob jecti ves  Performance  Report  for  Fiscal  Year 
1984-85,  a  number  of  points  need  to  be  stressed,  particularly 
since  you  have  recently  assumed  your  position  as  department 
head.   The  importance  of  the  MBO  process  in  making  our  operations 
more  effective,  efficient  and  responsible  cannot  be 
over-emphasized.   The  MBO  program  is  designed  to  provide  managers 
with  a  standard  which  allows  for  more  accountability  as  well  as 
provide  a  periodic  review  and  monitoring  of  programs  and 
performance  against  agreed  upon  standards  and  targets. 

In  the  past  there  has  been  a  reluctance  to  identify  the  kinds  of 
objectives  that  would  truly  measure  the  workload  and  performance 
of  the  department  and  its  staff.   This  is  key  if  the  process  is 
to  be  at  all  helpful  in  the  day-to-day  operation  of  the 
department.   Secondly,  the  validity  of  the  data  submitted  was 
\/ery   questionable,  because  it  was  oftentimes  changed  in 
subsequent  quarters,  and  the  criteria  for  measuring  performance 
was  not  consistent  from  one  reporting  period  to  another. 
Needless  to  say,  this  made  it  extremely  difficult  to  compare 
performance  from  one  year  to  the  next. 

Further,  there  seems  to  be  an  uneven  implementation  of  MBO  in  the 
department,  and  it  may  make  some  sense  to  centralize  this 
function  in  your  Business  Manager's  Office.   An  assigned  staffer 
could  then  work  with  each  division  on  developing  goals  and 
objectives  to  assure  uniformity,  accountability  and  compliance 
throughout  the  department. 

Following  are  the  highlights  of  my  reaction  to  the  Department's 
reported  performance  during  the  past  fiscal  year: 

*   Fewer  non-law  violators  are  being  housed  at  Juvenile  Hall  as  a 
result  of  the  implementation  of  a  central  receiving  facility 

in  the  community.   This  effort  directly  reflects  the 
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Department's  and  the  community's  effort  to  refer  more  youth  to 
community-based  agencies.   At  37%,  actual  performance  for 
1984/85  was  consistent  with  performance  in  1983-84. 

*  Performance  in  the  Community  Service  Program  was  exceptional 
again  this  year.   With  a  target  of  a  60%  successful  completion 
rated  target  for  youth  assigned  to  the  program,  an  85% 
successful  completion  rate  is  quite  commendable.   This 
reflects  an  increase  of  10%  over  last  year's  performance  of 
75%. 

*  Your  oustanding  achievements  in  meeting  the  objective  to 
provide  200  hours  of  State  Certified  Training  to  new  probation 
officers  and  120  hours  of  training  for  new  counselors  are 
commendabl e . 

As  in  the  past,  trends  in  the  areas  of  referrals,  petitions  filed 
and  average  daily  population  were  examined  as  part  of  my  review 
of  the  department's  performance.   It  appears  that  San  Francisco, 
like  the  rest  of  the  State  is  experiencing  a  slight  decline  in 
juvenile  crime.   This  is  in  some  part  due  to  the  decline  in  the 
population  of  juveniles  age  15-18. 

*  During  1984-85,  Juvenile  Probation  accepted  7413  law  violation 
referrals  ( 60  2 ' s  )  and  766  status  offense  referrals  (601  '  s  )  for 
a  total  of  8,179.   This  is  a  14%  decrease  over  the  previous 
year  when  9,299  referrals  were  received.   This  reduction 
speaks  well  of  your  effort  to  use  more  community  resources  to 
handle  non-law  violators. 

*  A  total  of  1,918  petitions  (601 ' s  and  602's)  were  filed  during 
the  year.   This  continues  the  downward  trend  from  1983-84  when 
2,108  petitions  were  filed.   In  1982-83,  2,328  petitions  were 
filed  and  2,288  in  1981-82. 

*  Last  year  3,347  youth  were  admitted  to  Juvenile  Hall.   The 
average  daily  attendance  was  128,  down  slightly  from  an 
average  of  130.4  in  1983-84. 


The  average  daily  population  at  Log  Cabin  Ranch  was  60. 
were  130  admissions  up  from  113  in  1983-84. 


There 


It  was  noted  that  new  objectives  have  been  included  to  show  the 
number  of  positive  terminations  and  recidivism  rate  of  graduates 
from  Log  Cabin  Ranch  within  a  one  year  period  of  graduation. 
This  is  vital  information.   The  reported  figures  for  1984-85 
suggests  that  less  than  10%  of  kids  leaving  the  ranch  had 
re-entered  the  system  one  year  later. 


W 
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In  my  letter  last  year  to  Judge  Hanlon,  the  issue  of 
consolidation  was  raised.   Specifically,  I  understood  that  the 
judiciary  had  agreed  to  examine  and  implement  areas  where 
practical  administrative  consolidation  could  occur.   It  is  my 
understanding  that  no  areas  within  the  Adult  and  Juvenile 
Probation  Departments  have  been  consolidated.   Please  advise  what 
has  transpired  since  my  staff  met  with  Judges  Hanlon  and  Shaw  and 
Joe  Botka  last  November  to  discuss  this  matter. 


I  want  to  congratulate  you  on  your  performance  and  accomplishment 
thus  far.   My  staff  and  I  look  forward  to  working  with  you  and 
the  Honorable  Daniel  Weinstein,  the  newly-appointed  Supervising 
Judge,  to  put  in  place  the  type  of  objectives  that  will  be 
helpful  in  the  future. 


Honorable  Daniel  H.  Weinstein 
Supervising  Judge  of  the  Juvenile  Court 


5287U 
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DlANNE  FEINSTEIN 


Mr.  John  Patrick  Short,  Chairman 

and  Commissioners 
San  Francisco  Parking  Authority 
25  Van  Ness  Avenue  #410 
San  Francisco,  California  94102 

Dear  John: 

The  1984/85  performance  of  the  Parking  Authority  has  been  reviewed,  and  I  am 

pleased  to  see  that  performance  was  high.  I  look  forward  to  continued 

progress  and  understand  that  new  M.B.O.  targets  have  been  set  for  the 
current  fiscal  year. 

Congratulations  for  your  work  on  new  parking  facilities  in  neighborhood 
commercial  areas.  Excellent  progress  has  been  made.  I  am  pleased  to  note 
that  final  design  plans  are  nearly  completed  for  Lombard  Street,  with  an 
expected  completion  date  of  February,  1986.  The  Polk/Bush  purchase 
negotiations  are  almost  complete,  and  I  look  forward  to  successful  ground 
lease  agreements  for  the  commercial  space  and  the  parking  facility.  Work  on 
the  7th  Avenue/Irving  Street  site  is  also  proceeding,  awaiting  lease 
approval  by  the  School  District.  Negotiations  are  proceeding  with  sites  at 
7th  Avenue/Clement  and  Vallejo  Street/Churchill  Alley.   Each  of  these  offers 
opportunities  that  must  be  pursued  with  all  haste.  Also,  please  continue 
identifying  options  in  the  Market/Castro,  Mission  and  West  Portal  areas 
since  these  three  districts  are  heavily  impacted  by  parking.  Expanding  the 
parking  capacity  in  all  of  these  areas  is  important  to  their  continued 
economi  c  vi tal i  ty . 

Parking  meter  revenues  have  been  down  by  almost  $300,000  for  the  oast  two 
years  when  compared  to  1982/83.  We  know  that  some  revenue  is  lost  when 
construction  zones  eliminate  metered  parking  spaces,  but  this  and  the 
$80,000  specif icial ly  identified  as  thefts,  do  not  account  for  the  full 
amount.   Last  year  four  persons  who  were  regularly  breaking  into  meters  were 
apprehended;  that  portion  of  losses  should  decline  sharply.  As  part  of  your 
quarterly  MBO  reports,  please  identify  areas  where  revenues  are  below 
expectations  and  indicate  the  probable  reasons. 

You  should  be  aware  of  new  efforts  by  the  Police  Department  to  rigorously 
enforce  parking  regulations  Downtown  and  in  four  neighborhood  commercial 
districts.   The  program  responds  to  the  requests  for  greater  enforcement 
that  have  been  brought  to  my  office  and  yours. 
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I  am  pleased  to  know  that  all  M.B.O.  targets  for  cleaning  and  surveying  of 
parking  lots  were  completed  on  schedule;  this  helps  to  Insure  adequate 
maintenance  and  repair.  Also  noted  Is  the  fact  that  all  complaints 
regarding  parking  facilities  were  handled  properly.  In  your  next  quarterly 
MBO  performance  report,  please  submit  a  survey  of  complaints  received  and 
their  disposition  during  the  first  six  months  of  this  fiscal  year. 

Last  year,  an  average  15,000  of  a  total  17,000  meters  were  operating  at  all 
times,  below  your  90X  target.  I  understand  new  manual  meter  devices  are 
replacing  the  automatic  meters;  they  should  Improve  productivity  since  they 
are  more  difficult  to  jam. 

The  Parking  Authority  and  the  Department  of  Electricity  had  similar  M.B.O. 
targets  for  parking  meter  maintenance,  and  I  am  pleased  to  see  you  have 
revised  them  to  avoid  duplication.  While  maintenance  of  meters  1s  not  your 
direct  responsibility,  continue  to  work  closely  with  the  Department  of 
Electricity.  Rest  assured,  my  staff  will  be  reviewing  M.B.O.  reports  from 
both  departments  to  ensure  that  there  Is  a  joint  effort  to  maximize  the 
effectiveness  of  our  meter  program.  Please  recommend  management 
improvements  to  further  increase  productivity;  the  City's  fiscal  position 
will  not  permit  hiring  new  staff  at  this  time. 

The  target  of  monitoring  the  performance  of  parking  facility  operators  will 
be  revised  in  this  year's  plan.  Effective  fiscal  oversight  of  the  City's 
garages  and  surface  lots  is  critical,  and  I  will  watch  your  reports  on 
performance  against  the  new  targets.  A  practical  means  of  minimizing  audit 
exceptions  for  garages  and  lots  must  be  a  part  of  your  growing 
responsibilities  for  parking  in  San  Francisco.  As  an  example,  the  Parking 
Authority  is  to  be  commended  on  its  work  in  establishing  operating  standards 
for  Moscone  Center  Garage. 

BroDhy  &  Associates,  nationally  recognized  transportation  and  parking 
experts,  have  been  retained  to  undertake  a  traffic  management  study.   They 
are  looking  at  the  full  range  of  parking  issues,  and  I  look  forward  to  their 
preliminary  recommendations  in  late  January.   Ray  King  is  working  with  the 
Brophy  team  and  has  provided  important  input. 

Congratulations  on  a  good  year!   I  look  for  improvements  in  those  areas  that 
were  troublesome  last  fiscal  year,  and  you  have  my  fullest  support  in 
continuing  to  achieve  this  year's  performance  targets.   Please  let  me  know 
if  my  office  can  be  of  any  assistance  to  you. 

»1  ncarely  yours , 


DF:CF 
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Honorable  Jerry  E.  Berg,  President 

and  Commissioners 
Board  of  Permit  Appeals 
City  Hall 
San  Francisco,  California  94102 

Dear  Commissioners: 

Your  MBO  performance  for  fiscal  year  1984-85  has  been  outstanding".    1  am 
pleased  with  the  service  you  provided  to  the  citizens  of  San  Francisco  in  the  past 
year. 

The  Board  of  Permit  Appeals  is  a  "peoples'  court",  providing  a  forum  for  appeal 
from  decisions  of  City  agencies.    It  ran  smoothly  last  year,  and  I  am  particularly 
pleased  to  see  commissioners  individually  taking  time  to  work  out  compromises 
on  some  of  the  most  difficult  issues.    Your  process  has  been  efficient  and  your 
decisions  both  innovative  and  compassionate.   During  the  last  year  you  heard  397 
appeals,  an  increase  of  16  cases  over  the  previous  year.   The  time  and  effort  you 
apply  to  each  case  is  greatly  appreciated. 

Your  new  Executive  Director  and  his  staff  have  successfully  met  their 
established  goal  of  issuing  90%  of  all  final  written  decisions  within  forty-five 
days  of  your  final  hearing.   That  goal  was  set  two  years  ago,  and  I  am  pleased  to 
see  that  you  raised  the  goal  to  95%  for  this  vear.    t  congratulate  them  you  on 
meeting  this  target  for  two  years  in  a  row. 

[  appreciate  the  inordinate  amount  of  time  spent  during  the  past  year  in 
high-rise  building  appeals.    The  Downtown  Plan  and  a  new  plan  for  North  of 
Market  were  adopted  recently,  and  these  plans  are  designed  to  add  clarity  to  the 
approval  process.    New  plans  for  Chinatown,  South  of  Market,  Rincon  Hill,  V;ui 
Ness  Avenue  are  in  the  works.    As  they  are  adopted,  I  urge  you  to  become 
familiar  with  them.    The  upsurge  in  permits  for  major  buildings  appears  to  have 
subsided,  although  permits  for  work  on  residential  buildings  remains  strong. 

Thank  you  for  a  job  well  done. 

Sincerely  vours, 

'/        ,'      -' 

/,         ,    r   .    / 

Di^^^rr  '  ^^ 
M/ayor  / 

/ 
'DFtCF 

eo:  Robert  Feldman,  Executive  Director 
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The  Honorable  Dr.  David  Sanchez,  President 

Members,  San  Francisco  Police  Commission 

Hall  of  Justice 

850  Bryant  Street 

San  Francisco,  California   94103 

Dear  Commissioners: 

My  review  of  the  Management-by-Objectives  (MBO)  Performance 
Report  tor  the  Police  Department  for  the  1984-85  fiscal  year  has 
been  completed  and  I  wish  to  share  my  observations  with  you. 

Great  strides  in  improving  discipline  and  performance  were  made 
by  the  Police  Department  in  FY  1984-85  and  I  want  this  MBO 
performance  review  to  serve  as  a  guide  to  continued  progress. 
Certainly,  Chief  Murphy  and  all  those  who've  served  on  the 
Commission  this  past  year  have  my  gratitude  for  their  exceptional 
effort.   To  the  new  Chief  and  the  present  Commission  I  must 
emphasize  that  I  expect  that  efforts  to  intensify  street 
supervision,  assuring  an  around-the-clock  command  presence  in  the 
two  new  patrol  divisions,  Metropolitan  and  Golden  Gate,  will 
continue  and  that  the  new  chief  will  meet  regularly  with  his 
deputies  and  the  captains  and  regularly  will  visit  district 
stations  and  other  police  facilities  to  promote  the  highest 
professional  standards.   I  request  that  patrol  levels  be 
maintained  and  footbeat  coverage  increased  wherever  and  whenever 
possible.   I  also  ask  that  you  continue  your  efforts  to 
centralize  bookings  at  the  Hall  of  Justice. 

In  my  MBO  review  last  year,  I  cited  three  areas  of  particular 
concern  where  specific  actions  were  requested: 

1.  More  timely  disciplinary  action 

2.  Improve  accountability  and  responsibility  of  sergeants, 
lieutenants  and  captains 

3.  Modify  crowd  and  demonstration  control  tactics. 

The  results  of  your  efforts  in  these  areas  are  extremely 
positive.   The  large  backlog  of  disciplinary  cases  has  been 
eliminated  and  the  department  has  adopted  improved  crowd  control 
tactics.   For  the  first  time,  the  department  has  a  master 
training  plan  that  identifies  and  schedules  required  training  for 
all  members  of  the  deoartment . 
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It  is  in  the  area  of  management  improvement,  however,  where  the 
most  profound  changes  have  occurred.   Several  structural  and 
procedural  changes  have  had  a  very  positive  collective  impact. 
In  March,  the  Field  Operations  Bureau  was  reorganized  into  two 
divisions,  each  with  senior  ranking  supervisors.   I  expect  this 
supervision  24  hours  a  day,  7  days  a  week.   This  continuity  of 
supervision  results  in  better  deployment  and  improved  response 
times . 

More  remarkable  is  the  fact  that  fewer  complaints  of  misconduct 
have  accompanied  improved  public  service.   Commanding  officers 
are  now  held  accountable  for  complaints  of  misconduct  filed 
against  any  members  under  their  command. 

Sergeants  and  lieutenants  have  been  given  more  supervisorial 
responsibility  for  officers  under  them.   Under  the  concept  of 
team  policing,  these  supervisors  are  responsible  for  the 
performance  of  the  same  officers  in  their  squad,  keeping  records 
on  absenteeism,  complaints,  productivity  and  commendations. 
During  the  first  six  months  of  1985,  complaints  of  misconduct 
dropped  31%.   This  indicates  to  me  that  the  Performance 
Improvement  Program  (PIP)  is  working. 

New  procedures  and  reports  by  Office  of  Citizen  Complaints  have 
helped  quickly  to  highlignt  officers  with  excessive  numbers  of 
complaints  so  that  supervisors  can  take  preventive  action. 

Actions  have  also  been  taken  to  strengthen  academy  recruit 
training  courses.   The  course  has  been  extended  to  20  weeks  and 
the  probationary  period  lengthened  from  52  to  84  weeks.   The 
Field  Training  Unit  has  been  relocated  to  the  academy  to  improve 
training  continuity.   The  result  has  been  better  discipline  and 
lower  attrition. 

Two  other  accomplishments  contributing  to  improved  management 
deserve  mention  here.   The  promotion  of  75  lieutenants  and  4  5 
sergeants  this  year  has  improved  the  mid-management  morale  ar.d 
the  will  to  manage.   Automated  dispatch  and  criminal  history  data 
is  now  instantly  accessible  through  video  screens  to  92  patrol 
cars  in  the  Metropolitan  District.   This  information  promotes 
officer  efficiency,  effectiveness  and  safety.   It  also  enables 
sergeants  to  more  effectively  supervise  cars  under  their 
command.   Installation  should  be  expanded  to  all  patrol  cars  in 
the  City. 
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While  the  overall  results  are  encouraging,  it  would  be  useful  to 
review  the  MBO  performance  of  the  individual  units  and  to 
highlight  their  accomplishments  and  shortfalls. 

I    POLICE  FIELD  OPERATIONS 

Complaints  of  serious  crime  reached  an  all  time  high  of 
72,544  in  the  fiscal  year  1980-81.   By  fiscal  year  1983-84, 
serious  complaints  dropped  to  59,197  for  a  total  decline  of 
18%  over  the  three  years.   Last  fiscal  year,  police  received 
60,619  serious  complaints,  an  increase  of  2%  over  the  prior 
year.   Arrests  for  serious  crimes,  however,  also  increased  an 
impressive  11%  last  year.   The  total  number  of  arrests  for 
all  types  of  crimes  rose  5%  during  the  year. 

A.  On-Street  Crime 

On-street  crime  also  slightly  increased  by  2.3%.   Large 
increases  in  Central  and  Ingleside  stations  were  offset 
by  substantial  reductions  in  Potrero  and  Park  stations. 
Each  district  station  has  targeted  2%  reductions  in 
on-street  crimes,  only  Potrero  and  Park  accomplished 
this  objective.   Central  has  responded  by  instituting 
Bureau  Task  Force  Saturation  patrols;  Ingleside  has 
beefed  up  foot  patrols  on  Mission  Street  and  around 
Balboa  High  School. 

Approximately  20%  of  reported  serious  crimes  occurs  on 
or  near  the  40  footbeats  walked  by  officers.   The  number 
of  on-street  crimes  occuring  on  these  beats  increased 
from  approximately  20,000  to  21,000  during  the  past 
year.   Footbeat  coverage  remained  essentially  the  same 
as  previous  year  levels.   For  the  second  year  in  a  row, 
footbeats  in  the  Mission,  Northern  and  Richmond  stations 
showed  declines  in  the  number  of  on-street  crimes  while 
footbeats  in  Central  and  Southern  showed  increases. 
Assaults  and  burglaries  account  for  much  of  the 
increase.   You  may  need  to  examine  deployment  cf  the 
footbeats  to  ensure  that  we  are  placing  them  in  the 
areas  of  highest  need. 

B.  Response  Time 

As  you  know,  for  several  years  the  department  has  been 
working  to  achieve  a  two  minute  response  time  to  crimes 
in  progress.   Four  years  ago,  six  minutes  plus  was  the 
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norm.   Two  years  ago,  two  minutes  and  twenty  seconds  was 
achieved.   Last  year,  sixteen  more  seconds  were 
successfully  shaved  off  this  time  for  an  average 
response  time  achieved  of  two  minutes  and  four  seconds. 
This  demonstrates  how  police  managers  can  use  their  new 
automated  dispatch  reports  to  improve  deployment  and 
isolate  poor  response  times  for  corrective  action. 

The  longest  average  time  for  a  station  and  a  watch  was 
in  Potrero;  all  watches  averaged  two  minutes  and  thirty 
seconds.   The  day  watch  at  Potrero  required  the  longest 
of  any  watch;  an  average  of  two  minutes  and  fifty-four 
seconds  to  respond  to  priority  calls.   The  fastest 
average  travel  time  was  one  minute  and  thirty  seconds 
for  the  midnight  watch  at  Mission  Station.   Mission 
Station  also  had  the  fastest  average  response  time  for 
all  watches. 

I  request  that  the  new  management  team  continue  to  focus 
on  rapid  and  effecient  responses  to  calls  for  service  in 
the  field,  maintaining  an  average  two  minute  response 
time  to  crimes  in  progress. 

Traffic  Enforcement 

Tactical  units,  station-based  officers  and  motorcycle 
units  combine  efforts  to  enforce  moving  traffic  laws. 
Injury  accidents  showed  a  slight  decline  citywide  during 
the  year,  from  5,132  to  4,974.   This  is  more  than  likely 
in  response  to  the  Red  Light  Citation  Campaign  launched 
by  the  Chief  in  August  of  1984.   Total  moving  violations 
increased  66%  during  this  time  from  49,607  to  62,667, 
returning  to  the  same  level  as  in  fiscal  year  1983-84. 
Most  of  the  increase  is  due  to  stepped  up  efforts  by  the 
solo  units;  Citations  issued  by  most  station  watches 
declined  for  20  of  the  27  watches.   Only  five  of  these 
met  their  targets. 

Midnight  watches  at  Park,  Ingleside  and  Mission  showed 
declines  of  up  to  50%  in  productivity.   Day  watches  in 
Central,  Potrero  and  Taraval  showed  50%  decreases  in 
moving  citations  issued.   Total  hazardous  citations 
which  include  moving  and  double  parking  citations 
increased  from  132,000  to  150,000.   All  of  the  increase 
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was  due  to  moving  violations;   double  parking  citations 
issued  by  checkers  actually  fell  43%. 

Enforcement  for  this  hazard  must  increase  in  the  current 
year.   Double  parked  vehicles,  in  the  downtown  area 
particularly,  represent  a  real  problem  and  I  ask  that 
the  Department  make  special  efforts  to  control  the 
double  parking  of  vehicles  on  streets  with  heavy  traffic 


Muni  Transit  Detail 

During  the  year,  much  of  this  detail  was  moved  from 
plainclothes  to  uniform  in  response  to  public  complaints 
over  the  lack  of  police  visibility  on  the  buses. 
Arrests  and  citations  fell  from  8,839  to  4,150  because 
of  the  visible  presence  of  officers  on  buses.   Citations 
for  parking  in  bus  zones  more  that  doubled,  exceeding 
the  target  by  400%.   These  cites  discourage  parking  in 
bus  zones,  expediting  service  and  safety. 


E.    Tactical 


The  three  platoons  in  this  unit  perform  specialized 
patrol  duty  in  plainclothes  or  by  horse  and  motorcycle. 
All  three  units  fell  short  of  expectations  for  moving 
and  parking  citations.   The  First  Platoon  (10  a.m.  to 
midnight)  issued  1,700  of  the  targeted  2,000  moving 
cites  and  3,000  of  the  planned  4,500  parking  citations. 
The  Second  Platoon  (motorcycle  and  horse)  came  close  to 
the  moving  citation  target  but  fell  50%  short  of  the 
parking  citation  target  of  27,000  citations.   The  Third 
Platoon  (7p.m.  to  6  a.m.)  also  came  close  to  the  2,500 
moving  citation  target  but  also  fell  short  of  the  4,500 
parking  citation  target.   It  appears  from  these  numbers 
that  uniformed  officers  in  tactical  units  have  not  done 
as  well  as  expected  in  enforcing  the  traffic  code. 
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II   INVESTIGATIONS  BUREAU 

Clearance  rates  are  an  important  measure  of  Bureau  success. 
The  rate  is  determined  by  the  number  of  cases  solved  or 
dismissed  from  among  those  assigned  for  investigation. 

A  review  of  case  assignments  and  clearances  shows  some 
improvements  from  last  year  and  outstanding  work  by  Sex 
Crimes  and  Fraud  details. 

I  ask  that  the  Department  increase  its  efforts  to  improve 
clearance  rates  this  fiscal  year. 

A.   Personal  and  Property  Crimes 

*  Homicide  improved  its  case  clearance  from  60%  to  64% 
despite  an  increase  in  caseload  from  75  to  80  cases 
received. 

*  Robbery  received  fewer  cases  than  during  the  prior  year, 
but  again  assigned  more  for  investigation.   Clearance 
improved  from  60%  in  Fiscal  82-83  to  65%  in  83-84. 

*  Aggravated  assault  clearance  rates  increased  slightly 
from  79%  to  82%  despite  a  decline  from  30%  to  21%  of 
cases  assigned  for  investigation. 

*  Arson  received  slightly  fewer  cases  (56  as  opposed  to 
69)  for  investigation,  assigned  fewer  and  cleared  fewer 
cases  (40%)  down  5%  from  the  previous  year. 

*  Sex  crimes  staff  investigated  99%  of  cases  received, 
assigned  more  for  investigation,  and  still  managed  to 
achieve  a  59%  clearance  rate,  as  opposed  to  55%  in  the 
previous  year,  and  51%  two  years  ago.   Good  work.   This 
regular  year's  clearance  target  should  be  set  at  60%, 
not  52%. 

*  Auto  theft  cases  received  for  investigation  increased 
substantially  from  22,342  to  24,529.   Cases  assigned 
increased  but  clearance  rates  declined  from  75%  to  69%. 

*  Despite  the  25%  drop  in  burglary  cases  received,  more 
cases  were  assigned  for  investigation  and  clearance 
rates  fell  from  83%  to  71%,  back  to  previous  year 
levels.   Of  all  cases  made  by  the  fingerprint  computer, 
78%  are  burglary  cases;  much  of  last  year's  increase  in 
the  clearance  rate  was  due  to  the  backlog  of  old  cases 
run  on  the  new  fingerprint  computer. 
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*  Fraud  clearances  climbed  another  11%  over  the  previous 
fiscal  year.   Three  years  ago  72%  of  cases  were  cleared, 
last  year  82%  of  cases  assigned  were  cleared,  this  year 
93%  were  cleared.   Cases  assigned  also  increased. 

*  Juvenile  street  robberies  experienced  another  big  drop 
this  past  year,  from  1257  to  1092.  Of  these,  483  were 
for  investigation  and  73%  were  cleared. 

General  investigations  clearance  rates  dropped  from 
82%  to  68%. 

Missing  juvenile  cases  jumped  again  from  2483  in 
1982-83  to  3487  last  year  to  4108  this  year.   All 
cases  were  investigated  and  86%  of  cases  were 

cleared. 

Child  abuse  cases  jumped  again  from  1356  in  1982-83 
to  2030  last  year  to  2445  this  year;  94%  were 

investigated  and  83%  cleared. 

*  Hit  and  run  investigations  held  their  clearance  rate  at 
74%  with  a  caseload  slightly  larger  than  the  prior  year. 

Vice  Crimes 

Vice  crimes  management  has  emphasized  improving  the  quality 
of  evidence  in  drug  and  prostitution  arrests  in  order  to 
increase  successful  prosecutions  of  habitual  offenders.   This 
strategy  has  shown  results: 

*  Narcotics  arrests  increased  by  68%,  from  2189  to  3687 
this  past  year;  1600  more  cases  were  submitted  to  the  DA 
and  50%  more  cases  were  rebooked  for  prosecution  where 
evidence  justified  this  action.   In  1981/82,  the  DA  only 
rebooked  1300  of  3236  arrests;  in  1982/83  this  increased 
to  2030.   In  1983/84  it  rose  to  2649  of  the  5655  cases 
submitted.   This  year  it  increased  to  3952  of  the  7255 
cases  submitted.   Rebookings  have  increased. 

*  Felony  arrests  related  to  prostitution  increased  from 
111  to  126.   This  year,  pimping  arrests  also  rose 
substantially  from  76  to  100  total.   Misdemeanor  arrests 
for  for  prostitution,  however,  fell  last  year  from  3476 
to  2513  and  again  this  year  to  2106. 

I  would  like  an  explanation  for  the  decrease,  as 
complaints  continually  come  in  to  me  about  prostitution 
activities  in  the  downtown  area. 
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III  SUPPORTIVE  AND  ADMINISTRATIVE  BUREAUS 

There  have  been  outstanding  accomplishments  in  the  support 
operations  that  warrant  mention: 

*  A  centralized  Crime  Analysis  Unit  has  been  established 
in  the  Investigations  Bureau  to  quickly  spot  criminal 
activity  patterns  and  to  predict  the  next  incident. 
This  has  been  very  helpful  in  targeting  Bureau  manpower 
and  preventing  crime. 

*  The  Consent  Decree  trained  1,191  women  and  minorities  to 
take  entry  and  promotional  exams.   Nine  hundred  were 
targeted. 

*  Personnel  has  conducted  506  of  a  planned  450  background 
clearances  on  candidates. 

*  The  Medical  Liaison  Officer  has  kept  disability  time 
well  below  the  targeted  3.5%,  down  to  2.7%  from  2.8%  in 
Fiscal  1983/84. 

*  Legal  Services  has  exceeded  planned  activity  levels  by 
large  margins  in  sworn  disciplinary  hearings  and 
trials.   Non-sworn  trials  are  also  up  from  1  to  10  this 
year . 

*  The  Department  targeted  30%  MBE  contract  awards  but 
achieved  only  8%,  due  to  the  unique  nature  of  many  items 
purchased.   A  better  record  of  12%  WBE  was  accomplished 
against  a  10%  target. 

*  The  Records  Unit  increased  the  number  of  incident 
reports  from  38,000  to  40,000  while  reducing  the  average 
end-of-month  backlog  from  180  to  73. 

*  The  Fingerprint  Computer  increased  suspect  print,  both 
identified  and  latent,  from  5,274  to  6,315  average  per 
quarter . 

*  The  vehicle  fleet  showed  the  results  of  improved 
service,  with  fewer  lost  days  in  repair,  and  50%  fewer 
vehicles  damaged  beyond  repair  by  officers,  from  12  to  6 
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IV  DISCIPLINARY  INVESTIGATION  AND  ACTION 

Disciplinary  cases  are  initiated  by  either  Management  Control 
or  Office  of  Citizen  Complaints.   Management  Control 
initiated  187  investigations  of  sworn  members  of  the 
department,  completed  143  cases  and  recommended  134  cases  for 
disciplinary  action  by  the  Chief.   About  two  thirds  of  these 
cases  were  resolved  by  Chief's  hearings,  the  remaining  more 
serious  charges  were  resolved  by  the  Commission.   The  Chief 
sustained  96  of  the  100  cases  referred  to  him;  14  were 
admonished,  59  reprimanded,  9  suspended.   (The  remaining 
cases  were  for  officers  who  are  overweight).   Of  the  46  sent 
to  the  Commission,  2  were  not  guilty,  9  resigned  with  charges 
pending,  and  5  were  returned  to  the  Chief  for  suspension.   22 
were  given  days  off,  6  terminated  and  2  were  closed  with  no 
finding. 

The  Office  of  Citizens  Complaints  has  made  laudatory  progress 
in  working  with  the  Department  management  to  investigate,  and 
more  importantly  to  reduce  complaints  against  members  of  the 
Department.   A  total  of  2,596  citizen  inquiries  were  received 
and  2,069  of  these  were  classified  as  complaints  concerning 
sworn  or  civilian  misbehavior.   88  detailed  investigations 
were  conducted  and  160  hearings  were  held.   20  of  the 
completed  investigations  were  sustained  in  hearings  while  68' 
were  not  sustained.   Figure  1,  on  the  next  page  shows  the 
encouraging  decline  in  complaints  filed. 


The  management  initiatives  undertaken  during  the  past  fiscal  year 
promise  major  improvement  in  all  areas  for  the  department.   I 
urge  you  and  the  management  of  the  department  to  continue  to 
press  for  solid  supervision,  accountability,  and  discipline  at 
all  levels  of  the  organization.   The  challenge  of  the  coming 
fiscal  year  will  require  fiscal  efficiency  to  offer  continued 
high  quality  service  at  reduced  cost  levels.   Management  control 
over  overtime  and  cost  avoidance  will  be  critical  to  meeting  this 
goal.   I  would  like  to  see  some  tough  objectives  set  in  these 
areas 


Mayor 

cc:   Chief  Frank  Jordan 
Chief  Con  Murphy 
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Office  of  THE  Mayor  y^>~  ~^'  "^K  Dianne  Feinstein 

SAN     FRANCISCO 


December  16,  1985 


The  Honorable  Dr.  Arthur  Coleman,  President  and 

Members, 
San  Francisco  Port  Commisseion 
Ferry  Building 
San  francisco,  Ca   94111 

Dear  Commissioners: 

I  have  reviewed  the  results  of  the  Port's  Management-By-Objective 
program  for  the  1984-85  fiscal  year.   At  this  time  last  year,  I 
noted  that  the  Port  had  initiated  an  aggressive  program  of  cost 
cutting  and  marketing.   The  results  of  that  program  are  mixed; 
costs  equalled  income  at  $28.5  million,  but  business  indicators  and 
market  share  show  strong  growth. 

Last  year's  results  were  less  encouraging;  revenues  were  flat  while 
revenue  tonnage  and  market  share  actually  slipped  from  1982-83.  The 
picture  has  brightened  considerably  since  that  time. 

MARITIME 

The  Port  knows  that  it  must  be  innovative  if  it  is  to  compete  in  the 
maritime  industry.   About  a  year  and  a  half  ago,  the  Port  began 
handling  rail  containers  at  its  South  container  terminal, 
eliminating  truck  drayage  and  providing  San  Francisco  with  a  cost 
and  service  advantage.   It  is  the  only  Port  on  the  West  Coast  that 
has  an  on-dock  rail  system.   Negotiations  are  underway  with  the 
railroad  companies  to  introduce  double  stack  rail  cars  serving  the 
Port  by  next  year . 

Engineering  designs  for  a  much  larger  permanent  ICTF  have  been 
finalized.   This  facility,  when  complete,  will  be  able  to  handle  up 
to  eight  unit  trains  of  either  conventional  or  double  stacked  cars. 
The  two  tunnels  which  presently  limit  double  stack  operations  will 
be  corrected  early  next  year. 

Although  at  present,  the  ICTF  is  not  very  large  and  averages  only 
about  175  rail  cars  at  600  TETJs  a  month,  the  volume  is  building 
steadily  and  we  expect,  that  as  the  Port  expands  its  marketing 
efforts,  it  will  be  handling  more  and  more  containers  every  month. 
Growth  last  year  already  confirms  this  trend;   overall-intermodal 
cargo  volume  is  up  88%  during  the  past  fiscal  year,  and  today 
constitutes  35%  of  total  containerized  cargo. 
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1 .  The  Port's  share  of  Bay  Area  cargo  increased  by  15%  over  FY 
83/84,  far  in  excess  of  the  5%  target. 

The  combined  effects  of  the  Port's  rail  access  improvements,  strong 
marketing  efforts,  and  the  emphasis  on  attracting  new  liner  services 
and  providing  improved  service  and  facilities  to  existing  carriers 
have  resulted  in  significant  increases  in  tonnages  and  in  our  share 
of  the  Bay  Area  market.   This  is  very  encouraging.   With  continuing 
efforts  in  these  areas  we  anticipate  further  increases  in  market 
share  in  the  next  fiscal  year.   The  Port  can  trade  on  its  unique 
deep  water  capacity  that  will  handle  the  new  generation  container 
ships  and  low-cost,  efficient  intermodal  services. 

Furthermore,  this  should  show  steady  increase.   In  the  past  18 
months,  the  Port  has  begun  to  enter  into  long-term  agreements  with 
shipping  lines.   Just  a  few  years  ago,  there  was  not  one  line  in  San 
Francisco  that  had  any  type  of  long-term  commitment.   They  could 
leave  at  will.   By  making  a  conscientious  effort  to  improve  customer 
service  of  those  lines  using  our  Port,  we  now  have  95%  of  all  the 
lines  calling  at  San  Francisco  under  at  least  a  five  year  agreement. 

2 .  Revenue  Tonnage  is  up  41%  over  the  previous  year 

For  the  fiscal  year  ended  June  30,  1985,  San  Francisco  posted  an 
overall  cargo  tonnage  gain  of  41%  and  increase  of  60%  in  container 
tonnage  alone.   This  dramatic  turnaround  from  last  year's  loss  of 
market  share  is  good  news  indeed.   Growth  was  attained  in  all  three 
modes : 

Containers:  +59% 

Breakbulk:  +  8% 

Bulk:  +  1% 

The  objective  set  at  the  beginning  of  the  1984/85  fiscal  year  was  to 
increase  cargo  revenue  tonnage  by  10%.  This  tonnage  is  comprised  of 
container,  breakbulk,  and  bulk  cargo. 

a . )  Container  tonnage  increased  60% 

Container  tonnage  increased  by  60%  over  FY  83/84.   Expansion  by 
Lykes  and  Evergreen  and  the  addition  of  three  new  lines  were  the 
major  reasons. 

The  targeted  15%  increase  in  the  number  of  containers  (TEU's) 
was  far  exceeded  at  60  %  over  the  prior  year.   Of  this  amount, 
the  intermodal  container  cargo  increased  88%  over  prior  year 
counts . 

Last  fiscal  year's  decision  to  revise  port  pricing  strategy  has 
enabled  us  to  successfully  compete  with  other  West  Coast  ports. 
Terminal  services  agreements  now  provide  incentive  rates  based 
on  the  number  of  containers  moved  and  the  number  of  vessel 
calls . 
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The  combination  of  the  improvemonts  to  intermodal  capabilities 
and  these  new  agreements  have  enabled  the  port  to  attract  three 
new  lines  (Independence,  Nedlloyd  and  PVC)  and  have  provided  the 
service  needed  to  encourage  Lykes  and  Evergreen  to  keep  their 
new,  expanded  services  at  the  Port.   In  addition  COSCO,  which 
suspended  service  to  the  Port  in  FY  82/83,  began  a  regularly 
scheduled  bi-weekly  service  to  San  Francisco  at  the  end  of  FY 
84/85.   All  of  the  above  have  combined  to  produce  massive 
increases  in  vessel  calls  and  container  tonnage.   The  growth 
occurred  in  the  last  two  guarters  of  FY  84/85  and  it  is 
anticipated  that  it  will  carry  over  into  the  next  fiscal  year. 

The  Port's  emphasis  on  providing  cost  effective  and  efficient 
rail  service  has  resulted  in  an  88%  increase  in  intermodal  (OCP) 
cargo  over  FY  83/84. 

b. )  Breakbulk  cargo  increased  8% 

Breakbulk  tonnage  showed  significant  growth  this  year  with  an  8% 
increase  over  FY  83/84.   Major  increases  in  auto  and  newsprint 
cargo  offset  expected  declines  in  more  traditional  cargoes  that 
are  being  containerized.   The  fire  loss  of  pier  30-32  adversly 
affected  the  breakbulk  capacity  as  well. 

c . )  Bulk  Cargo  increased  1% 

Bulk  cargo  was  up  1%  over  FY  83/84.   Large  gains  (44%)  in  dry 
bulk  due  to  a  continuing  movement  of  fishmeal  were  offset  by  a 
decline  of  12%  in  liquid  bulk.   Granex,  the  operator  of  our 
liquid  bulk  facility  at  Pier  84  is  experiencing  severe 
operational  problems  and  has  curtailed  coconut  oil  imports. 

3 .  Passenger  service  revenue  increased  10%  over  prior  year 

The  Port  met  its  objective  to  increase  revenue  from  passenger  ship 
activities  by  10%  over  Fiscal  Year  83-84. 

Revenue  from  dockage  showed  a  25%  increase  and  revenues  from  stores, 
bunkers  and  water  combined  increased  22%.   Passenger  levels 
increased  by  2% — a  notable  and  positive  figure,  given  the  extremely 
competitive  climate  for  cruise  business  among  all  west  coast  cruise 
ports  (San  Francisco,  Seattle,  Los  Angeles,  San  Diego,  and 
Vancouver,  B.C.) 

4 .  Ship  repair  berth-days  increased  10% 

Measurable  ship-berth-days  for  ship  repair  activities  increased  by 
90  %  Fiscal  Year  83-84,  far  beyond  the  targeted  10%.   Greater  growth 
potential  exists  in  this  market  for  next  year. 
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COMMERCIAL  PROPERTY 

This  division  targeted  1984-85  revenues  of  $13,350,000  and 
planned  to  maintain  division  expense  level  (excl.  LHP)  at  not 
more  than  7%  of  revenue.   Achieved  revenues  of  $15,667,890 
exceeded  objective  by  17%.   Expenses  excluding  LHP  were 
approximately  $665,205,  or  4%  of  revenue. 

The  objective  to  audit  all  long  term  lease  agreements  to  insure 
contractual  compliance  was  not  met,  however.   The  division  staff 
has  achieved  60%  of  this  objective  and  has  completed  the  work  in 
the  current  fiscal  year.   The  commercial  division  also  hoped  to 
verify  all  non-maritime  occupancies  with  locations  specified  in 
contractual  agreements.   Occupancy  mappping  has  ben  done  at  Piers 
35, 45, 66, and  70.   The  additon  of  the  Port  survey  team  this  year 
is  expected  to  enable  the  achievement  of  this  objective  in  the 
current  fiscal  year. 

MAINTENANCE 


This  division  has  had  as  a  primary  objective  over  several  years 
to  maintain  the  reliability  of  Port  container  cranes  above  98% 
This  objective  was  achieved.   Efforts  to  determine  the  operating 
costs  of  the  crane  for  billing  purposes,  showever ,  were 
unsuccessful.   Three  other  key  objectives  were  not  met.   The 
first  was  to  complete  an  inspection  survey  program  for  roofing, 
glazing  and  painting  for  all  Port  facilities.  The  second 
objective  was  to  write  a  plan  for  continuous  maintenance 
inspection  program;   the  third  was  to  execute  a  preventive 
maintenance  plan.   None  were  achieved  because  the  two  inspectors 
responsible  retired  and  were  not  replaced  during  the  year. 

ENGINEERING 

This  division  met  its  objective  to  open  bids  for  construction  of 
the  Jefferson  Street  seawall  on  schedule.   Bids  were  opened  on 
October  3,  1984  and  a  contract  for  $1.3  was  awarded. 

Other  projects  addressed  in  this  review  last  year  are  well 
underway;   The  Pier  7  work  has  been  awarded,  Pier  80  and  96 
remain  top  priority  container  facility  projects.   Improvements  to 
the  promenade,  however,  have  not  been  made  as  I  anticipated  they 
would.   The  objective  to  replace  all  PCB  transformers  on  port 
property  with  non-toxic  equipment  also  was  not  met.   I  ask  that 
these  receive  your  immediate  attention  in  the  current  year. 

Objectives  set  to  maintain  low-cost  dredging  services  for  tenants 
and  port  properties  was  met.  $3.50/cubic  yard  costs  were  reduced 
to  $$1.75/cubic  yard  costs  through  contract  services. 

ADMINISTRATRION  AND  FINANCE 

Accounting  staff  met  most  of  their  objectives  to  reduce 
receivables,  improve  cost  accounting,  complete  timely  audits  and 
document  accounting  procedures. 
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Receivables  were  reduced  to  $1.8  million,  past  due  accounts  were 
reduced  to  86  from  367,  the  annual  audit  was  completed  on 
schedule;   billing  errors  increased  during  the  first  part  of  the 
year  due  to  personnel  turnover. 

Personnel  staff  also  met  key  objectives.   One  was  to  achieve  a 
95%  completion  rate  of  all  Port  performance  evaluation  reports  in 
order  to  ensure  employee  evaluation  and  development.   By  the  end 
of  the  fourth  quarter  97%  of  the  Annual  performance  evaluations 
had  been  completed. 

The  first  year  objective  to  utilize  minority  business  enterprises 
in  30%  and  women  business  enterprises  in  10%  of  all  non-exempt 
contracting  was  more  difficult  to  meet.   Minority  business 
enterprises  received  4.65%  of  non-exempt  contract  dollars  and 
women  business  enterprises  received  3%  of  non-exempt  contract 
dollars . 

CONCLUSION 

The  top  priority  is  to  improve  the  operating  and  efficiency  of 
the  container  terminal  to  enable  the  Port  to  be  more  competitive 
and  get  better  utilization  of  its  facilities.   This  means  the 
Port  must  expand  the  number  of  entry  and  exit  gates,  adding 
cranes,  enlarging  the  container  yard  storage  space  and  most 
importantly,  develop  California's  only  on-dock  intermodal  rail 
facility  so  the  Port  can  offer  important  price  and  service 
advantages.   The  Port  Commission  and  management  cannot  be  less 
than  100%  committed  to  this  goal;   anything  less  will  place  the 
Port  at  a  competitive  disadvantage  with  other  ports. 

Ultimate  success,  however,  under  current  market  trends  will  rest 
with  the  eventual  development  of  a  regional  Port.   I  encourage 
the  Commission  to  explore  cooperative  opportunities  downstream  to 
avoid  massive  capital  outlays  with  the  Port  of  Oakland  that  will 
result  in  substantial  overcapacity.   Gross  overcapacity  of 
infrastructure  will  eventually  hurt  the  Port's  return  on 
investment.   We  have  deep  water,  the  second  natural  deepest 
harbor  in  the  world;  Oakland  has  better  rail  access  and  more 
container  storage  capacity.   We  have  too  much  at  stake  in  the  Bay 
Area  such  as  jobs  and  the  dollars  which  are  both  directly  and 
indirectly  penetrated  by  maritime  activity. 


Sincerely  Yours 


Di,a 

Mayor 

/ 

'DF/PG/lb 

cc:   Eugene  Gartland,  Port  Director 
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of  San  Francisco 


January  6,  1985 


EXECUTIVE  DIRECTC* 
Euf»o4  L  Gimand 


The  Honorable  Dianne  Feinstein 
Mayor,  City  and  County  of 
San  Francisco,  CA   94102 

Dear  Mayor  Feinstein: 

Your  letter  of  December  16,  1985  concerning  the  Port's 
Management  By  Objectives  program  for  the  1984-85  fiscal 
year  was  received  and  carefully  reviewed. 

As  President  of  the  Port  Commission,  I  am  both  pleased 
and  proud  of  the  accomplishments  of  the  Port  staff,  under 
the  leadership  of  its  Director,  during  the  past  fiscal 
year.   The  overall  progress  in  terms  of  meeting  the 
objectives  has  been  excellent,  in  my  opinion. 

I  concur  that  the  development  of  a  Bay  Area  Regional 
Port  in  the  future  makes  sense.   However,  it  is  incumbent 
upon  this  Port  first  of  all  to  re-establish  itself  as  a 
major  port.   In  that  way  our  bargaining  position  will  be 
strengthened  should  the  concept  of  a  Regional  Port  be 
accepted  by  all  interested  parties. 

In  the  interim,  I  will  ask  our  Director  to  seek  ways  in 
which  some  type  of  mutual  and  cost-saving  measures  can 
be  obtained  with  other  Bay  Area  ports. 

Warm  regards  and  best  wishes  for  the  New  Year. 

Sincerely, 


Arthur  H.  Coleman 
President 


i 
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Port  Commissioners 

Eugene  L.  Gartland,  Director 
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Office  of  the  Mayor  yS^^M&v  Diannc  feinstein 

5AN     FRANCISCO 


October  22,  1985 

Mr.  James  Scanneli 
Public  Administrator/Guardian 
1212  Market  Street,  3rd  Floor 
San  Francisco,  California  94102 

Through:         Mr.  Roger  Boas,  Chief  Administrative  Officer 

Dear  Mr.  Scanneli: 

I  have  completed  my  review  of  your  Management-by-Objectives  Performance  Report 
for  Fiscal  Year  1984-85  and  would  like  to  share  my  observations  with  you.   Overall, 
your  performance  has  steadily  improved  since  the  MBO  system  was  established  in 
your  department  in  1982. 

I  want  to  emphasize  my  satisfaction  with  performance  in  the  following  areas: 

o       General  fund  support  for  the  department  was  maintained  at  less  than  was 
projected.   The  general  fund  contribution  to  the  Public  Administrator  was 
4%,  which  favorably  compares  to  Fiscal  Year  1983/84  when  9%  of  total 
support  came  from  the  general  fund.   The  target  was  30%  for  each  year, 
based  on  earlier  history.   To  plan  realistically,  I  ask  that  you  reduce  the 
MBO  target  to  no  more  than  10%.    Your  performance  is  excellent.   I 
understand  that  no  other  county  in  the  state  requires  less  than  45%  of 
general  fund  support. 

o       The  general  fund  support  for  the  Public  Guardian  was  27%  rather  than  the 
target  of  25%  per  ward.   Still,  this  performance  is  an  improvement  over 
Fiscal  Year  1983/84  when  the  county  cost  per  ward  was  36%.   Overall  the 
general  fund  contribution  for  Fiscal  Year  1984/85  was  less  than  projected 
and  less  than  in  Fiscal  Year  1983/84. 

Your  performance  has  reduced  the  county  general  fund  subsidy  so  that 
S750.000  of  the  Sl.l  million  dollar  budget  is  generated  by  department 
revenues.    I  commend  you  for  your  continued  excellent  performance. 

o       A  minimum  of  70%  of  client  assets  were  maintained  in  a  high  yield,  insured 
account.    Performance  has  consistently  been  higher  than  the  target.    In 
Fiscal  Year  1983/84,  83%  of  the  assets  were  in  a  high  yield  account  and  in 
Fiscal  Year  1984/85,  92%  of  the  assets  were  invested.    You  have  certainh 
met  the  challenge  of  meeting  this  target  and  a  new  target  should  be  set  to 
reflect  your  excellent  performance.   This  target  should  be  raised  to  o-V'., 
for  Fiscal  Year  1985/86. 

o       All  wards  who  reside  in  San  Francisco  were  visited  at  least  3  times  in 
Fiscal  Year  1984/85.   This  target  assures  that  monitoring  of  clients  for 
health  status  and  social  protection  can  occur  on  a  regular  basis.    Visitation 
also  reassures  our  clients.   I  am  pleased  that  you  continue  to  meet  this 
objective. 
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o      The  Conservatee-ln-Transition  Program  met  its  targe,  to  increase  the 
service  population  by  10%.   Actual  performance  was  50%.   This  is 
important  because  the  service  population  is  low  income  elders  who  must  be 
transferred  from  independent  living  to  a  protective  Board  and  Care 
facility.   They  also  require  financial  management  assistance.   Given  your 
excellent  performance,  I  am  requesting  that  you  raise  the  target  to  30% 
for  Fiscal  Year  1985-86. 

Despite  these  areas  of  excellent  results,  there  are  a  few  areas  where  improvement 
can  be  made  in  Fiscal  Year  1985/86.   They  are  as  follows: 

o       The  target  to  close  more  estates  than  were  opened  was  not  met.   A  total  of 
198  estates  were  opened  and  143  were  closed.   I  might  add  that  this  is  the 
first  time  that  this  target  was  not  met  since  we  began  to  measure 
performance  under  MBO.   Since  1982,  you  have  consistently  met  this  target 
and  reduced  the  number  of  backlogged  estate  cases  to  generate  additional 
revenue.   I  understand  that  staffing  problems  and  the  transition  to  the  new 
computer  system  resulted  in  a  decline  in  performance.   I  look  forward  to  a 
return  to  your  usual  excellent  performance  in  this  area  in  Fiscal  Year 
1985/86. 

o       The  Financial  Resource  Assisting  Independent  Living  (F.R.A.I.L.)  program 
was  implemented  in  Fiscal  Year  1982/83  to  provide  money-management 
services  to  seniors  on  a  voluntary  basis.   To  date,  no  performance  measures 
have  been  set.    I  requested  that  program  objectives  be  established  in  Fiscal 
Year  1983/84.   This  was  not  done,  I  am  once  again  requesting  that 
performance  indicators  be  set. 

Overall,  the  department's  MBO  performance  has  been  very  good.   I  am  aware  that 
you  are  attempting  to  meet  the  needs  of  low  income  seniors  for  a  range  of  support 
services.    In  this  fiscal  year,  you  will  attempt  to  assist  clients  and  reduce  county 
expenditures  by  establishing  a  representative  payee  program  for  acute  care  clients  at 
San  Francisco  General  Hospital.    It  has  been  reported  that  currently  patients  remain 
in  acute  beds  unnecessarily  because  there  is  no  representative  payee.   I  am  anxious  to 
hear  about  the  implementation  of  this  program  through  the  setting  of  specific  MBO 
performance  measures. 

In  addition,  [  am  aware  that  you  have  been  concerned  about  elders  who  may  require 
intervention  to  prevent  fraud.    Unfortunately,  based  on  the  budget  deficit  we  were 
unable  to  fund  the  positions  you  requested  to  work  on  this  problem  in  Fiscal  Year 
1985-86.   I  am  pleased  to  learn  that  to  the  extent  possible,  you  have  been  providing 
services  to  this  population  under  the  regular  conservatorship  program. 

You  have  done  a  fine  job.    Thank  you  for  your  cooperation.    I  look  forward  to 
continued  good  performance  during  the  current  fiscal  year. 


•  F/ZH:la 
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OFFICE  OF  THE  tAAYOU 

SAN     FRANCISCO 


DlANNE  FEINSTEIN 


December  17,  1985 

The  Honorable  Jeff  Brown 
Public  Defender 
850  Bryant  Street,  Room  205 
San  Francisco,  CA  94103 

Dear  Mr.  Brown: 


The  annual  evaluation  of  Management  By  Objectives  performance  In  your 
office  for  1984-85  has  been  completed.  Once  again,  I  would  like  to 
thank  you  and  your  staff  for  your  continued  commitment  to,  and 
participation  in,  this  important  endeavor. 

Your  office  continues  to  meet  or  exceed  the  goals  in  the  following 
areas: 

o    The  training  objectives  to  provide  32  hours  of  training  per 
investigator  and  to  provide  15  hours  per  attorney  were  met 


again  this  year.  Continued  training  is  i 
professionalism  and  competence  in  represe 
client.  Many  of  the  attorneys  in  the  dep 
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The  felony  section  exceeded  its  target  to  reduce  the  number 
of  certified  pleas  to  500  by  11%.  A  certified  plea  is  taken 
in  Municipal  Court  after  a  felony  defendant  has  waived  the 
right  to  a  preliminary  hearing.  These  pleas  are  a  serious 
danger  to  a  defendant's  right  to  the  effective  assistance  of 
counsel.  For  the  second  year  in  a  row,  the  number  of 
certified  pleas  has  dropped.  In  1982-83  there  were  612 
pleas,  and  in  1983-84  there  were  516,  and  during  1984-85 
there  were  only  446  certified  pleas  accepted.  Proposition  8 
may  have  had  an  impact  on  lowering  the  numbers  as  well. 
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o    The  felony  unit  exceeded  Its  target  of  130  jury  trials  by  71. 
This  represents  a  dramatic  turnaround  over  the  previous 
year.   In  1982-83,  there  were  131  trials,  1n  1983-84  this 
dropped  to  123,  and  for  1984-85,  after  close  monitoring,  you 
were  able  to  surpass  the  target  and  achieved  139  trials. 

The  overall  improvements  in  your  office  are  evident  in  your 
objectives.  Recent  changes  in  your  office  indicate  to  me  that  all 
targets  should  be  attainable.  There  are,  however,  a  few  areas  where 
your  targets  were  not  reached: 

o    The  juvenile  division  was  not  able  to  meet  its  target  to 
utilize  social  worker  staff  in  IPX  of  the  cases  and 
community  agencies  in  another  IPX,  while  both  targets  were 


exceeded  last  year 
were  short  one  soc 
work,  staff  being  u 
1983-84,  the  rate 
In  1983-84,  you  we 
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During  two  quarters  of  1984-85,  you 
ial  worker,  which  accounted  for  social 
sed  in  only  8.5X  of  the  cases,  while  1n 
was  14X,  and  in  1982-83,  the  rate  was  13X. 
re  able  to  utilize  community  based 
1 IX  of  the  cases.  In  1984-85,  you  fell 
arget  of  IPX  by  achieving  only  a  5.5X 
s  are  important  to  the  youth  being  served 
th  Guidance  Center. 


o    The  misdemeanor  unit  proposed  to  raise  the  number  of  jury 

trials  to  10P,  but  participated  in  only  91.   In  1981-82,  you 
were  involved  with  103  trials,  in  1982-83,  participation 
fell  to  92,  and  in  1983-84,  participation  had  fallen  to  80. 
During  1984-85,  you  were  able  to  raise  the  number  of  jury 
trials  to  91,  or  the  1982-83  level.  Since  then  another 
attorney  position  was  added  to  your  office  in  this  section. 
This  objective  needs  to  be  reviewed,  and  higher  quality 
measures  need  to  be  developed  for  1985-86. 

An  overview  of  your  total  management  by  objectives  program  indicates 
improvement.  You  and  your  staff  are  to  be  complimented,  especially 
on  your  training  endeavors,  which  paid  off  by  having  22  attorneys 
pass  the  criminal  law  specialist  exam.  Your  continued  commitment  to 
this  is  important.   Please  be  aware  of  the  revenue  shortfall  during 
the  coming  budget  cycle,  and  work  with  my  staff  to  develop  stronger 
performance  objectives. 


i  ncerely  yours , 


yWayor 
/    DF:DC:dc: 5610U 
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OHCfc  l>r  THE   M/.YOR 

SAN     FRANCISCO 


DlANNE   FEINSTEIN 


December  19,  1985 


Dr.  Philip  Lee,  President 

and  Members 
San  Francisco  Health  Commission 
101  Grove  Street 
San  Francisco,  California   94102 

Dear  President  and  Members: 

I  have  reviewed  your  department's  Management-by-Objectives  (MBO)  performance 
for  Fiscal  Year  1984/85.    As  you  well  know,  FY  1984/85  was  a  significant  year  for  the 
Health  Department,  with  the  establishment  of  the  Health  Commission  and  the 
selection  of  Dr.  David  Werdegar  as  Director  of  Health. 

This  is  the  first  MBO  performance  letter  directed  to  your  Commission,  and  I  have 
summarized  your  program  and  my  concerns  in  detail.  Specific  MBO  concerns  and 
achievements  are  summarized  below,  with  general  comments  on  performance  after. 

There  are  a  few  especially  critical  areas  that  must  be  addressed: 

-  Laguna  Honda  Hospital  needs  to  incorporate  into  its  MBO  program  the 
improvements  that  are  being  made  to  meet  the  State's  compliance 
requirements.    The  Hospital  must  be  continually  monitored  to  ensure  continued 
high  levels  of  patient  care  and  to  improve  its  maintenance  operation.    Laguna 
Honda  camiot  be  allowed  to  backslide  and  close  monitoring  of  its  performance  is 
needed. 

-  Community  Mental  Health  Services  needs  to  develop  MBO  indicators  that  will 
highlight  and  warn  managers  of  fiscal  or  administrative  problems.    This  year 
CMHS  has  turned  around  and  it  is  now  operating  within  its  budget  constraints.    1 
am  proud  of  this  achievement.    The  fiscal  and  administrative  controls  should  be 
institutionalized  into  the  CMHS  MBO  program  so  that  problems  do  not  recur  and 
continued  progress  can  be  measured. 

-  San  Francisco  General  must  develop  and  incorporate  specific  productivity 
measures.   San  Francisco  General  is  the  only  City  department  that  does  not  have 
an  effective  MBO  program.    This  has  been  a  continual  problem.    Please  see  that 
this  critical  problem  is  corrected  this  year. 
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-    S^njrancisc^^^ 

Mflyor;sFi^A^sg^B^^^  Septrtment  id  its  collection 
Committee  studied  the  S.F.  General  t  ™™^"*v         presented  to  me  in  April;  I 
operations.   The  Committee's  recommendat  on^ '  were  present  ^ 

these  measures  one  of  your  top  priorities: 

Development  of  specific  procedures  and  policies  to  better  organize  and 
manage  ™  financial  operations,  with  staff  trained  and  knowledgeable  in 
these  procedures; 

-  Improvement  of  skills  and  training  for  all  supervisory  staff; 

this    should    include  use   of   the   Transamerica 
training   program  coordinated    through    the  Civil 
Service   Commi ss ion; 

-  Significant  reductions  in  processing  time  for  all  collections; 

-  Clear  delineation  and  execution  of  eligibility  rules  so  that  patients  are 
billed  appropriately. 

For   FY    1986/87,     I    expect    to   see   substantial 
achievements    in    the   management    and   operations    of    the 
Zspitals    collections    system,    and    incorporanon  into 
your   MBO   program   of   a   system    to   monitor   progress. 


Detailed  Review 
Most  Health  Department  administrative  goals  were  met 

-  The  Department  achieved  its  affirmative  action  goals  by  hirmg  204 ,  wmnen  and 
minorities  in  areas  where  they  were  under-represented  8  ■« .  bette    .than^he    oa 
of  189  hires  but  less  than  the  previous  year  s  achievement  ot  21d  rffirma   £ 
action  hires.   Of  all  new  hires,  20%  were  minorities,  and  oO  o  of  new  hires 

for  administrative  and  professional  positions. 

-  103  civil  service  eligible  lists  were  established;  50%  below  the  target  of  150  and 
below  the  previous  year's  achievement  of  128  eligible  lists. 

For   Fiscal    Year    1985/86   you   have    revised   your    target 
to   oe   more    realistic.      Measures    of    the   a^  °f 
exams,    similar    to    those   used   by    the   Civil    Service 
Commission,    should   also   be   developed. 

-  11  new  grant  proposals  were  submitted,  above  the  target  of  5  and  last  year's 
submission  of  5  new  grants. 

-  The  MIA  Unit  processed  all  claims  within  30  days.  This  target  ^eredwjedto 
25  days  during  FY  1985/86.    All  tertiary  referrals  were  reviewed  to  ensure  that 
there  were  no  inappropriate  placements.  ^         gg 
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-~  fkat  \ms  traces  are  provided  as  etiecuveiy  ai'u  <- 
ZT^L^oi  SXnctacS'.  AIDS  patients  are  met. 

MB0  goals   for    the   AIDS   Activi  ty  Offi  C.  Jg/I  «t    Jk. 

units   o/   service    "*""d°{££€TV"ddi  t  ional    measures 
review  your   program    to   s  ••  *V™lf ,  ecf    rhe    contract 
can   he    ^"rporared    that    ^ftjr    ^ ^  d   b      thar 

monitoring   and   community    interaction   ? 


uni  t 


._,-       affnn*    bv  rhe  Department  and  the 
/n  addition,  «//;»-"  JJ  J  outside  funding   and    in-kind 
contract    agencies    to   seek   outs i«  J  program, 

support  should  be  '^°r    a    h'   °t    ^asur's.   The 
with  established  goals  /or  *a^"°Jfu  ,  array  Qf   A/DS 
City's  obligation  to  prov.d.  the  /una^^,^  ^^ 

Z7voVt\nTJe\\ldmVo   a'ccVss    the   /egree   of  outside 
funding    to   plan  for    the   future. 

Fnreasics  provi^  appropriate  levels  of  service 
year's  performance  of  76,089  patient  contacts. 

sis-ass-  jsssa  ys^rj.^:^ 

indicate    that    some    resources    can   be    better   used 
other    services. 
-     16,347  psychiatric  treatments  were  provided  to  jail  patients,  49%  above  the 
u',000  target. 
Onlv  -67  contacts  were  made  to  gay  youth  at  the  Center  for  Special  Problems, 

of    the   director,     this    program  did   no t    mee *    lts /  and 

FY    1985/86,     the    program  will    have    better 


di rect ion 


The  information   provided    in  the   KBO  program  /or 
Forensics  needs  to  be    improved.      Units    OS    """ 
reported  without  the  context  that  wou idenab   e 
managers  to  evaluate  their  «//"' '"",;*   patterns. 

-^o,:h:u,rre/;:crrh7ogii^^isorser,.ces 

prov  i  ded . 
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yboratoj2_Servi<**  were  sufficient 

■aoA  918  113  tests  close  to  the  230,000  target  and  previous  yearns 
The  Labs  provided  218,1 1 J i  tests,  Llua?  4n4  earned,  above  the  $100,000 

ierfomJce  of  218,902.   ^^^^S^J^S^  Again     your 
R^t^^fSKSraSSS^r  effectiveness   and 
S/lKSST  STji^iri.!.-   o/  service  pronto*  • 

Staff  at    the  DPH  ^•Xw^SSl^.^'S'jr.fr-i. 

excellent    work   on    the   *"»   "i™^:   been   administered 
Over   4,000   AIDS   fl"i"    °^0     ^^ f   u  '   Lothly  and 

ms^M^^  met  in  most  cases 

F"  ^Health  nu.es  contacted  7,497  .  and  post-natal  mother,  25%  above  the 
6  000  target  and  83/84  performance  of  7,105. 

-  as  ttstt£s»Jtt&2e&^ 

the  City  Clinic. 

83/84  performance  of  80%. 
-    82%  of  the  Health  Center  were  found  to  be  complying  with  established  Infection 
Control  procedures,  near  the  8d%  target.  Heal  rh 

For   FY    1985/86   administrators  °fJjTnri orities   and 
Center   programs   Have   ^ff^^^hei?0  goats        Targets 
re/lecred    these   new  prior    »«J£  J   activities    are   high 
have   been   adjusted    \o  reelect   JJ«JJ  concentrate   on 

use   of    the   MBO  program. 

LjmronxnenMH^^ 

a      aP74nm  insnections  of  restaurants  or  in  response  to  housing 

performed  in  83/84. 

S5   UU   «  fve'/orC,raepartLnt.    re,uir,ng    innovate. 
cr"at?Wt,  and  a  /In.  hand  on  costs. 
Records  and  Safeties  continued  to  pnvnde  .  hiffh  level  of  serv.ces 

97,257  birth  and  death  certificates  wet.  XuSmtSi  "  ^"^  "" 
avenues  of  5349,223  were  earned,  above  the  S318.0UU  target. 
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Communicable  Disease  Prevention  and  Control  met  or  exceeded  its  targets 

-  27,624  immunizations  and  3,668  investigations  and  followups  were  provided, 
exceeding  targets. 

-  92%  of  new  kindergarteners  were  immunized,  close  to  the  95%  target. 
Senior  Health  Services  served  the  elderly  well 

-  The  SRx  program  provided  personal  medication  records  to  4,004  seniors,  or  25% 
of  those  with  senior  cards,  and  trained  312  seniors  on  medication  issues.   60% 
were  found  to  use  the  information  and  materials  within  the  6  months  following 
the  training. 

-  37  seniors  were  served  in  the  Eldercare  program.   Now   that    the   program 
is   underway ,    more   detailed  MBO  measures    should   be 
developed . 

-  Information  and  referral  services  were  provided  to  1,179  clients,  57%  above  the 
750  target;  1,047  clients  a  month  were  referred  to  community  providers,  110% 
above  the  500  target;  and  232  clients  a  month  received  followup  services,  66% 
above  the  140  target.   451  merchants  were  recruited  for  participation  in  the 
Senior  Discount  Gold  Card  program,  36%  below  the  target  of  700. 

Please    let   me   know    if    the   Mayor's   Office   can   be   of 
ass i s t ance    in    encouraging   better   participation    in    this 
program. 

-  North  of  Market  Senior  Center  provided  13,718  units  of  service,  better  than  the 
10,000  target,  and  served  19.5  seniors  a  day  in  the  Adult  Day  Health  Program, 
slightly  below  the  target  of  20  seniors  served  each  day. 

Alcohol  Prevention  Programs  performed  well  in  most  areas 

-  68.9%  of  alcohol-related  referrals  were  effectively  linked  to  a  treatment 
program,  close  to  the  70%  target  and  83/84  performance  of  72%  referrals. 

-  69.6%  of  the  511  arrested  in  alcohol-related  arrests  were  referred  for 
treatment,  better  than  the  60%  target  but  below  the  79%  achieved  in  83/84. 

-  70%  of  residential  alcohol  clients  successfully  completed  treatment,  below  the 
80%  target  and  83/84  performance  of  73%. 

-  No  drug  clients  were  arrested  while  undergoing  treatment  -  much  better  than 
the  10%  expected  and  the  same  as  last  year's  performance  of  no  arrests. 

Excellent    work!      MBO    targets    should   be   adjusted    to 
reflect    recent    exper ience . 

-  61%  of  those  completing  drug-free  treatment  were  employed  or  enrolled  in 
training,  meeting  the  60%  target  and  near  83/84  performance  of  64%. 

Please   make    the   work  of    the   Narcot  ics    Task   Force   one 
of  your   highest    priorities.      This    is    a   crucial    effort 
for    the   City,    and   your  full    cooperation    is    essential. 
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Laguna  Honda  Hospital's  MBO  program  has  been  substantially  revamped  for  Fiscal 
Year  1985/86  to  better  reflect  the  services  provided 

During  84/85,  Laguna  Honda  reduced  the  use  of  overtime  in  the  laundry  by  75%, 
better  than  the  50%  target.   The  target  for  1985/86  should  be  adjusted. 

-  Within  three  months  of  admission,  the  Hospital  decreased  by  92%  —  much  better 
than  the  50%  target  —  the  size  of  decubitus  ulcers  on  new  patients. 

-  During  85/86,  Laguna  Honda  will  develop  specific  performance  standards  for  8 
departments,  increase  revenue  collections  through  billings,  reduce  the  average 
length  of  stay  in  the  acute  care  ward,  reorganize  the  pharmacy,  and  improve 
other  services. 

As    stated   earlier,     the  85/86   MBO  program  should   be 

revised    immediately    to  reflect    the    improvement s    that 

are   being  made    to  meet  the   State's    compl  iance 
requi remen t  s . 

During  84/85  San  Francisco  General  developed  written  guidelines  for  the  emergency 
room  and  provided  effective  physical  therapy  services 

As    stated   earlier,    for   Fiscal    Year    1985/86    the   Hospital 
must    develop   specific   productivity  and   effectiveness 
standards   for    each   Hospital    division    including  measures 
that    incorporate    the   Mayor's    Fiscal    Adv  i  sory  Commi  t  tee 
recommendations  .       This    is    essential. 

The   Hospital    has    demonstrated    that    it    is    able    to    increase 
revenues    through   greater   efficiencies    of  operat  ions    and 
more   aggressive   attention    to   billings    and   collections. 
These    efforts    should   be    reflected    in   your   MBO  program. 

The  San  Francisco  General  Hospital  Psychiatric  Department  operated  at  full  capacity 
and  dealt  with  the  increasing  pressures  of  our  mental  health  system 

-  The  average  length  of  stay  was  17.2  days,  much  more  than  the  10-day  target 
because  of  problems  in  placing  patients  at  Napa  State  Hospital. 

-  No  Medi-Cal  reimbursements  were  received  for  5.7%  of  Hospital  billings, 
slightly  more  than  the  5%  target.   This    achievement    reflects 
careful    document  at i on   procedures    that    should   be   continued . 

Performance    in    the    Psychiatric   Department    should 
improve   during   85/86   with  full    establ  i shment    of    the 
new  psychi  at  r i c   ward    that    recent  I y  opened.      These 
measures    should   be    cont  inued   and    improved    in    the 
Hospi  tal ' s    85/86   MBO  program. 

The  San  Francisco  General  Hospital  Methadone  Clinic  increased  admissions  by  23%; 
58%  of  the  patients  in  treatment  for  90  days  or  longer  were  trained  in  vocational  or 
educational  training,  near  the  60%  target. 
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Overall,  Community  Mental  Health  provided  sufficient  levels  of  services 

-  6.6%  of  adult  clients  seen  in  day  treatment  programs  were  hospitalized,  better 
than  the  15%  estimate  but  worse  than  83/84,  when  only  5.9%  were  hospitalized. 
This    target    should   be    revised  for   85/86. 

-  Less  than  1%  of  children  served  in  day  treatment  programs  required 
hospitalization,  better  than  the  10%  anticipated,  and  the  83/84  level  of  1.7%. 

Please   adjust   your   85/86    target    to   reflect    this 
excel  lent    performance . 

-  The  average  length  of  stay  for  local  adult  hospitalizations  in  private  hospitals 
was  8.9  days,  nearly  30%  better  than  the  12-day  target.   This  measure  was  first 
used  in  84/85  and  85/86  should  show  much  further  reductions  in  the  length  of 
stay  in  private  hospitals. 

Your    target   for    the   average    length   of  stay  should  be 
based   on    the   experiences    of  other   jurisdictions  . 
Please   conduct    a   study  of  other,    similar   jurisdict  ions 
to   develop   an   appropriate    target   for    this    service. 

-  84.5%  of  clients  served  were  linked  into  case  management  programs,  much 
better  than  the  83/84  performance  and  the  target  of  36.5%.  Good   work! 

-  63  CMHS  programs  submitted  timely  billing  data  and  94.3%  of  pharmacy  orders 
used  appropriate  generic  drugs. 

It    has    been   demonstrated    that   CMHS   can   be    kept    within 
its    budget    by   careful    balancing   of  acute,     intermediate 
and   community-based   services.      Congratulations    to   you 
and   your   staff  for    this    s  ignificant    achievement  . 
Please   make   sure    that    reforms    are    institutionalized    so 
that    overspending   will    not    recur. 

In  previous  assessments  of  Health  Department  performance,  the  need  to  develop  a 
thorough  and  useful  MBO  program  was  pointed  out  repeatedly.    FY  1985/86  will  be  the 
first  full  year  of  your  administration;  I  look  forward  to  reviewing  a  more  extensive 
program  developed  under  your  leadership. 

In  general,  the  Health  Department's  MBO  program  has  improved  over  the  years,  with 
development  of  more  detailed  and  results-oriented  measures.   The  program  must  now 
be  more  focused  on  the  activities  of  the  two  hospitals.   Key  measures  and  objectives 
relating  to  compliance  with  State  and  Federal  mandates  must  be  developed  and 
incorporated  into  management  of  the  institutions. 
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The  first  11  months  of  your  leadership  have  been  difficult  and  exciting  ones.    You 
have  worked  hard  and  long  to  improve  services  to  San  Franciscans.   Please  continue 
to  remember  the  primary  problems  that  existed  when  you  were  sworn  in  —  these 
problems  have  intensified.   The  City  faces  increasingly  severe  budget  restraints  and  I 
ask  that  you  make  cost-effectiveness  and  improved  efficiency  the  primary  focus  of 
all  your  actions. 

Also,  I  would  remind  you  that  it  is  your  responsibility  as  Commissioners  to  treat  your 
staff  with  courtesy  and  respect  for  their  professionalism  and  hard  work.   I  ask  that 
you  evaluate  your  actions  carefully,  to  ensure  that  the  Commission's  role  continues 
to  be  primarily  policy-making  rather  than  administrative,  and  that  you  support  Dr. 
Werdegar  and  future  directors  in  their  attempts  to  effectively  administer  the 
Department. 

Finally,  I  wish  to  congratulate  your  Personnel  Director,  Ed  Gazzano,  recipient  of  the 
1985  SPUR  Award,  and  Virginia  Leishman,  Director  of  Nurses  at  Laguna  Honda 
Hospital,  1985  MFAC  Management  Award  recipient.   The  achievements  of  these 
managers  are  reflected  in  your  MBO  program  and  they  should  be  commended  once 
again. 


Sincerely, 


Dr.  David  Werdegar,  Director  of  Health 

Members  of  Mayor's  Fiscal  Advisory  Committee  Health  Advisory  Task  Force 
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Office  of  the  Mayor 
San  Francisco 


DIANNE  FEINSTEIN 


November  5,  1985 


Dr.  David  Werdegar 
Director  of  Health 
101  Grove  Street 
San  Francisco  CA  94102 

Dear  Dr.  Werdegar: 

I  am  very  pleased  to  acknowledge  receipt  of  a  very  comprehensive  MBO 
Program  for  FY  1985-86  from  Community  Mental  Health  Services.   The 
department's  reorganization  to  citywide  management  and  delivery  of  services 
is  clearly  identified  in  the  new  MBO  program. 

Recently,  my  staff  worked  with  the  department  to  define  the  major  activities 
of  the  department,  the  related  costs,  and  the  number  of  personnel  assigned  to 
each  activity.    All  of  these  major  activities  are  included  in  the  new  MBO 
program  with  objectives  and  performance  measures  that  reflect  the 
management  of  all  programs  of  CMHS. 

Community  Mental  Health  Services  staff  is  to  be  congratulated  for  developing 
a  quality  MBO  program  that  can  be  used  as  a  model  by  the  entire  Health 
Department. 

Please  convey  my  appreciation  to  the  CMHS  staff  for  their  dedication  to  the 
MBO  management  program. 

Sincerely  yours, 


Dianne  Feinstein 
Mayor 


DF:SO 


Dr.  Philip  Lee,  Health  Commission 
Dr.  Tom  Peters,  Deputy  Director  of  Health 
Dr.  Reiko  True,  Associate  Administrator  CMHS 
Dr.  Bill  McConnell,  Director  of  Planning  CMHS 
Evelyn  LeBlanc,  FIRM  Coordinator  CMHS 
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City  and  County  of  San  Francisco 


Department  of  Public  Hesltt* 


October  21,  1985 


MEMORANDUM 


TO: 


FROM: 


RE: 


Sally  Osaki 

Mayor's  Budget  Analyst 

Mayor's  Office 


Thomas  Peters,  Ph.D. 
Deputy  Director  of  Healt 
for  Mental  Health  Programs 

CMHS  FY  85-86  FIRM-MBO  Objectives 


Enclosed  is  the  list  of  FY  85-86  FIRM-MBO  objectives  for  CMHS.   These 
program-level  objectives  are  reflective  of  the  newly  revised  program 
structure  for  CMHS  under  the  reorganization,  effective  April  1,  1985, 
and  incorporate  all  funding  sources  for  CMHS. 

The  objectives  are  consonant  with  CMHS  program  priorities  which  emphasize 
the  citywide  management  and  control  of  resources,  and  the  provision  of 
equitable  services  citywide.   At  the  same  time,  the  quality  of  local, 
direct  clinical,  and  referral  services,  and  the  return  of  State  Hospital 
utilization  to  allocation  levels  in  80-81  and  81-82  continue  to  be 
emphasized. 


TP:EL:bf 


Bill  McConnell 
Evelyn  LeBlanc 
Steve  Nelson 
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Central  nttirt 


1fl1    Cimvm  Str««t 


San  Francisco.  CA  94102 


Gfe  FlKH/MBO  BUBCZT  CBJBCTIVES-BUSX1CSS  &  Qfrg&TICtS 

FY85-86 

.TlVlTr":        Fiacal/Ri  Uigg 

ijective:     Tb  maintain  ooll action  of  non  Medi-Cal,   non  Short-Doyle  receipts  at 
$1,000,000. 

Performance  measure:        50)     Revenue  dollars  collected. 

.TlVlTr":        Management  Information  System 

ijective:     Tb  increase  the  efficiency  of  the  BIS  by  enforcing  prog  ran  compliance 
with  the  policy  on  timely  submission  to  the  BIS  for  all  outpatient 
programs  during  FX85-36. 

Perfsrmance  measure:        10)     Number  outpatient  programs  with  timely  data 

submission. 


I 
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Q4B5  FIBM/MBO  BJtXSSZ  Ca^TTVES-PIAtttmC 
FY85-86 


JTlVlTr":        ftBggB  Evaluation 

ij  active:     Tb  facilitate  oannunity  involvement  by  increasing  the  percentage  of 
program  reviews  in  which  advisory  board  members  participate  to  a 
miniimm  of  60%  of  all  reviews. 

Performance  measures:     10)     Number  program  reviews  conducted. 

11)     Number  reviews  with  cab  participation. 

30)     Percent  cab  participation. 

rj  active:     Tb  produce  at  least  one  MIS  client-tracking  report  and  analysis  for 

inpatient,   emergency,   residential,   and  outpatient  service  modes  which 
identifies  client  service  usage  trends  and  high-use  or  inappropriate  use 
clients  moving  through  the  service  system. 

Performance  measure:       20)     Number  of  MIS  client-tracking  reports. 

nTVITY:       Pharmacy  Services 

i j active ;     Tb  reduce  drug  costs,   prime  vendor  relationships  between  the  centralized, 
pharmacy  system  and  four  pharmaceutical  manufacturers  will  be  operational 
by  June  30,    1986. 

Perfonnance  measure:       20)     Number  of  manufacturers  operational . 

TITVITY:        Piujiau  Planning 

jjective:     Tb  enhance  proactive  planning  by  establishing  the  1986-97  priorities  for 
planning  and  making  them  generally  available  by  January  1,    1986. 

Performance  measure:       20)     Approved  and  pub  Li  shed  1986-87  priorities. 

ij active:     Tb  enhance  proactive  planning  by  establishing  a  plan  for  implementing 

priority  system  changes  through  a  published  Action  Plan  by  June  30,    1966. 

Perfoxmance  measure:       20)     Approve  and  published  Action  Plan. 

jective:     Tb  enhance  proactive  planning  by  completing  a  key  informant  survey 
regarding  the  accessibility  of  needed  OSS  services. 

Performance  measure:       20)     Drafted  report  of  survey  results. 
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CTXVI1Y:       quality  Assurance 

ibj  Stives     lb  ensure  quality  of  care  through  the  provision  of  Utilization  Review  on 
a  regular  and  ongoing  basis  for  all  acute  care  facilities,    including 
psychiatric  inpatient  units,  designated  locked- facilities  and  Mapa  State 
Hospital. 

Performance  measure:       20)     Established  Utilization  Review,  all  acute 

care  facilities. 

bjective:     To  assure  adequacy  of  service  by  providing  regular  utilization  review  and 
program  monitoring  of  all  residential  services  by  June  30,   1986. 

Performance  measure:        20)     Operational  Utilization  Review  and  prog  ran 

monitoring  of  Residential  Services. 

bjective:     Tc  ensure  the  centralization  of  medical  records  for  all  OSS  programs 
through  establishing  one  centralized  deparanent. 

Performance  measure:       20)     Operational  centralized  medical  records 

depax  Liuent  • 


-3- 
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FY85-86 

nVITY:        24-gour  Inpatient  &  Residential 

j active:     Tb  minimize  length  of  hospitalization  by  ensuring  that  85%  of  children 
and  youth  with  Short-Doyle  funding  are  hospitalized  locally  for  35  days 
or  less  per  episode. 

Performance  measures:      10)     dumber  children  and  youth  hospitalized. 

11)     Number  children/youth  discharged  30  days  or 
less  per  episode. 

30)     Percent  hospitalization  at  30  days  or  less 
per  episode. 

j active:     lb  nvnnrain  at  the  FY83-84  level  the  number  of  children  admitted  to  Napa 
during  FY84-85. 

Perfosnance  measure:       30)     Number  children  admitted  to  Napa. 

nVITY:       Cay  Treatment 

j  active:     lb  ensure  that  no  more  than  10%  of  the  children  served  quarterly  in  day 
treatment  program  will  require  hospiral  i  zarinn  during  FYS4-Q5. 

Perfcimance  measures:     10)     Number  children  in  program  ( unduplicated ) . 

11)     Number  children  hospitalized. 

30)     Percent  hospitalization. 

j  active:     Tb  ensure  that  75%  of  all  children  discharged  from  day  treacnent  programs 
have  discharge  plans  that  recommend  ongoing  treatment  and  educational 
services  for  both  child  and  family  during  FY84-Q5. 

Performance  measures:     10)     Number  discharge  plans. 

11)     Number  discharge  plans  with  educational/ 
cl  inicaJ   treatment  recommendations. 

jective:     Tb  ensure-  that  no  more  than  15%  of  the  adolescents  served  quarterly  in 
day  treatment  programs  will  require  hospitalization  during  FY84-35. 

Performance  measures:     10)     Number  adolescents  in  program 

U)     Number  adolescents  hospitalized . 

30)     Percent  adolescent  hospitalization. 
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BlVI'lY:       Cbnsultation,   Education  &  Information 

jjectivet     To  maintain  the  tot*l  nunber  of  <2XI  hours  spent  in  providing  canmunity 
client  service  (<XS)  during  FyS5-86  at  the  EY84-85  level. 

Perfbaaaoce  measures:     13)     Number  cannunity  client  service  hours  spent. 

20)     Percent  cannunity  client  service  hours  3pent. 

>j active:     To  maintain  the  total  nunber  of  CE&I  hours  spent  in  providing  mental 
health  promotion  (MHP)  during  EYS5-86  at  the  Fy84-8S  level. 

Perfcnnance  measures:      12)     Number  mental  health  promotion  hours  spent. 

20)     Percent  mental  health  promotion  hours  spent. 
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CMS5  FIHK/MaO  &3I/r5T  CajJ^CTTVES-GgllAIRICS 
FY85-86 


Ccmnunity  Services,    Outpatient 

TO  maintain  'hone  visit,  units  of  service  provided  for  geriatric  clients  at 
a  minimum  of  EY84-Q5  levels  during  FY85-86. 

Pertbrmance  measures:      10)     Bone  visit  units  of  service  provided. 

20)     Percent  heme  visit  units  of  service  provided. 

To  ensure  that  no  more  than  10%  of  the  geriatric  clients  in  CMffi 
geriatric  outpatient  program  are  hospitalized  during  FYS5-86. 

Performance  measures;      10)     Number  of  different  geriatric  clients. 

11)  Number  of  psychiatric  hospitalizations. 

12)  Percent  of  hospitalizations. 

Community  Services,  Cay  Treatment 

To  ensure  that  the  rate  of  geriatric  hospitalization  from  day  treatment 
prograna  will  not  exceed  10%  of  the  cases  treated  during  FYS5— 36. 

Performance  measures:   10)  Total  number  of  geriatric  cases  treated. 

11)  Number  of  cases  hospitalized. 

12)  Percent  of  hospitalization. 

To  ensure  that  at  least  20%  of  geriatric  day  treatment  clients  will 
progress  either  to  a  lover  level  of  care  or  less  structured  living 
situation  during  F2S5-36. 

Performance  measures:      10)     Number  of  geriatric  clients  in  day  treatment 

programs  » 

*.    v  11)     Number  of  clients  moving  on  to  lover  levex  of 

care/less  structured'  living  situation. 

30)     Percent  clients  moving  on  to  lever  levex  cf 
care/ less  structured  living  situation. 

Tb  maintain  60%  of  geriatric  clients  at  current  levels  of  program 
functioning  during  FY8S-86. 

Performance  measures:      10)     Total  number  of  geriatric  clients  in  day 

treatment  programs. 


11)     Number  of  clients  maintained. 
30)     Percent,  of  clients  maintained. 
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nVETY:        24-Boux  Service 

j active:     To  ensure  that  no  more  than  10%  of  S.F.   clients  at  Gero-Paychiatric 
Locked  fad li ties  are  rehospitalized  paychiatricaliy  during  FYS-86. 

Performance  measures:      13)     Total  number  of  S.F.   clients. 

11)     Number  of  S.F.  clients  hospitalized. 

30)     Percent  clients  rehospitalized . 

jective:     To  ensure  that  at  least  10%  of  clients  hospitalized  in  Gere-Psychiatric 
L-fadiities  progress  to  a  lever  of  care  or  less  structured  living 
situation  during  FY85-36. 

Perfbxxnance  measures:      10)     Total  number  of  S.F.   clients  in  gero- 

paychiatric  L- facilities. 

11)     Number  of  clients  to  a  lover  level  of  care/ 
less  structured  living  situation. 

30)     Percent  clients  to  a  lover  level  of  care/ less 
structured  living  situation. 
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CMH5  FIRM/MBO  BUDGET  OBJECTrVES-ADULT  ACUTE 
FY85-86 

ACTIVITY:        Outpatient 

Objective:     To  maximize  local   emergency  services  available  to  clients  by  maintaining 
24-hour,   7-days/week  access  to  psychiatric  emergency  services. 

Performance  measures:      10)     Number  hours  operational   (PES). 

11)     Number  hours  operational  (Mt.   Zion) . 

20)  Percent  hours  operational   (PES). 

21)  Percent  hours  operational   (Mt.   Zion). 

ACTIVITY:        24-Hour  Inpatient  &  Residential 

Objective:     To  reduce  admissions  to  Napa  State  Hospital  and  local  hospitals  by 
admitting  to  Laguna  Honda  two   (2)   patients  per  month. 

Performance  measure:        10)     Patients  admitted  to  Laguna  Honda. 

Objective:     To  maintain  at  10  days  per  episode  the  average  length  of  local  adult 
hospitalizations  during  FY84-85. 

Performance  measure:        20)     Average  length  of  stay  in  local  hospitals. 

Objective:     To  maintain  utilization  at  100%  of  the  total  State-*! located  days  zo 
state  hospitals  during  FY84-85. 

Performance  measures:      10)     Number  State- allocated  days. 

11)     Number  State-allocated  days  utilized. 

30)     Percent  State- allocation. 

Objective:     To  maintain  at  95%  the  level  of  utilization  of  S.F.  beds  at  Crestwood/ 
Valiej oocenter  during  FY84-85. 

Performance  measures:      10)     Number  contracted  beds  established. 

11)     Total  bed  days  occupied/quarter. 

30)     Percent  S.F.  bed  utilization. 
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active:     To  maintain  at  90%  the  level  of  utilization  of  S.F*  b^ls  at  Crescwocd/ 
San  Joae  during  F£BA-QS^—  .  - 

Perfonnance  measures:      10)     Number  contracted  beds  established. 

11)     Total  bed  days  occupied/quarter. 

30)     Percent  S.F.  bed  utilization. 

ective:  To  reduce  extended  acute  hospital  stays  of  dual-diagnosed  clients  by 
developing  a  community-based  residential  half-way  house  by  April  30, 
1986. 

Pejrfonnance  measure:       20)     Approved  dual  diagnosis  facility. 

ective:     To  decrease  utilization  of  costly  inpatient  services  by  developing  a 

centralized  plan  for  ccmmunity-baaed  residential  services  by  January  1, 
1986. 

Performance  measure:        20)     Approved  and  contracted  centralized  pl^n  for 

residential  services. 
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CMH5  FIBM/MBO  BUDGET  ■  CBJECTTVES-ADULT  CQfrSJNTTY 
FY85-86 


TTVITY:        Cay  Treatment 

>j  active?     To  ensure  that  the  rate  of  adult  hospitalization  fran  day  treannent 
program  will  not  exceed  15%  of  the  cases  treated  during  FY8S-86. 

Perfcnnance  measures:      10)     Number  adult  cases  treated. 

11)     Number  cases  hospitalized. 

30)     Percent  adult  hospitalization. 

To  ensure  the  improved  mental  health  functioning  of  adult  clients  in  day 
treatment  programs  by  maintaining  the  percentage  of  clients  who  enter 
either  vocational  or  educational  program  during  FX85^86  at  FY84-85 
levels. 

Perfbnnance  measures:     10)     Number  adult  clients  in  day  treatment 

programs. 

11)     Number  clients  in  paid,  volunteer,  pre- 
vocational,  vocational  and  rehabilitation 
programs. 

30)     Percent  clients  in  pre-vocational , 

vocational,   rehabilitation  and  educational 
prograns. 

Outpatient  &  Case  tfcnagement 

To  assure  continuity  of  care  by  ensuring  that  75%  of  adult 
referrals  received  fran  inpatient,   emergency—crisis,   recidivism,  day 
treatment  and  residential  facilities  will  be  admitted  for  outpatient 
treatment. 

PerSsimance  measures:      10)     Number  referrals  received  from  higher  ievexs 

of  care  by  outpatient  programs . 

20)     Number  clients  admitted  to  outpatient 
programs. 
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Cbj  active:     Tb  establish  baseline  data  oh"  the*  severity  of  psychosocial  stressors 

(Axis  IV-OSM  III)   and  highest  level  of  adaptive  functioning  in  the  past 
year  (Axis  V-OSM  IH)  prior  to  adnission  to  CMHS  outpatient  and  case 
raanagenent  programs. 

Performance  measures:     10)     Modal  Axis  IV  rating  for  outpatient  programs. 

11)  Modal  Axis  IV  rating  for  case  management 
programs. 

12)  Modal  Axis  V  rating   for  outpatient  programs. 

13)  Modal  Axis  V  rating  for  case  management 
programs. 

Objective:     Tb  establish  baseline  data  on  the  average  length  of  stay  for  selected 

diagnostic  categories  for  outpatient  and  case  manageoent  programs  during 
FY85-86 . 

Perfermance  measure:       10)     Average  length  of  stay  by  diagnostic 

category  by  program. 

^j  active:     Tb  maintain  at  a  minimi  in  of  30%  the  nunber  of  clients  served  and  linked 
in  case  management  programs  into  existing  and  appropriate  Q4B5  service 
delivery  programs  during  FY85-Q6. 

Performance  measures:     10)     Number  of  clients  seen  in  case  management 

programs. 

U)     dumber  of  clients  linked  to  CMffi  day 

treatment,    soda]  i  **yj<Tn t   and  outpatient 
programs. 

30)     Percent  clients  linked  to  G4H5  programs. 
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FIRM/MBO  PROGRAM  STRUCTURE 
FY85-86 


Central  Management 

01  Administration 

Business  &  Operations   (BAGS) 

Fi  seal/ Billing^ 
Contracts  &  Mgt.  Support 
Mgt.   Information  System 
Central  Admin.  Support 

Planning  &  Evaluation 

Program  Planning  Support 
Program  Evaluation 
Quality  Assurance 
Pharmacy  Services 

Children  &  Family  Services 

02  Community  Support/CEStl 

03  Outpatient 

04  24-Hr.   I/P  &  Resid.  Care 

( out-of-heme-car  e) 

05  Day  Treatment 


Dept./Div. 
87     24 


87  25 


87  26 


Geriatric  Services 

03  Community  Services 

04  24-Hr.   I/P  &  Resid.  Care 

Adult  Acute  Services 

03  Outpatient 

04  24-Hr.  I/P  &  Resid.  Care 

05  Day  Care 

Adult  Community  Services 

03  Outpatient 

04  24-Hr.  &  Residential  Care 

05  Day  Care 


MSA  4:  Community  Health 

CG  1:  Health  Maintenance 

2:  Support  Services 

3:  Departmental  Administration 
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FIFM-MBO  PRCGEAM  GCAL  STATEMENTS 


FY85-86 


Section  Code 
(Budget.) 

(43)  21  Central  Management 


To  provide  overall  direction  for  the  provision  of  mental  health 
services  for  San  Francisco  residents  and  assuring  compliance 
with  Federal  &  City  mandates. 


(43)  21?  Business.  &  Operations  (BAGS) 


To  provide  for  the  general  management  and  administrative  support 
of  centralized  fiscal,    financial,  contracts  and  management 
support  functions  while  maximizing  revenues  from  all  sources . 

(42)   ?  Planning  &  Evaluation 

To  provide  centralized  support  for  prog  ran  planning  and 
evaluation  for  all  Mental  Health  Programs. 

(41)   23  Children,   Adolescent  and  Family  Services 

To  improve  and  maintain  the  mental  health  functioning  and  care 
of  children,   adolescents,    and  their  families  through  the 
maintenance  of  existing  services  and  the  development  of  needed 
services  so  as  to  provide  an  adequate  continuun  of  care  from 
prevention  to  long- term  hospitalization. 

(41)  24  Geriatric  Services 

To  'improve  and  maintain  the  mental  health  functioning  and  care 
Of  geriatric  clients  through  the  provision  of  outpatient, 
crisis,   outreach,   day  treatment,    residential,   24-hour  care,   and 
cuuuunity  services. 

(41)  25  Adult  Acute  Services 

To  improve  the  comprehensive  nature  of  care  and  its 
coordination,   such  that  adult  patients  return  sooner  to 
community  treatment,   independent  living,   or  their  families. 
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Section  Code 
(Budget) 

(41)  26  Mult  Community  Services 


To  improve  and  maintain  the  mental  health  functioning  of  adult 
clients  with  emphasis  on  client's  capacities  for  daily 
functioning  and  movement  toward  less  restrictive  care/ treatment. 
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FTRM/MBO  ACTIVITY  STATEMENTS 
FY85-86 


CENTRAL  MANAGEMENT 

01: 

Adm ini stration ;     The  prevision  of  overall  direction  and  centralized  management 
for  Community  Mental  Health  Services,   Forensic  Services,   and  Community  Substance 
Abuse  Services. 

BUSINESS  &  OPERATIONS    (BACS) 

Fiscal/Billing;     The  general  management  and  centralized  administrative  support  of 
centralized  fiscal  and  financial  functions  while  maximizing  revenues  fron  all 
sources,   inclusive  of  budget  preparation,  accounting  and  billing  activities. 

Contracts  and  Management  Support:     The  general  managenent  and  administrative 
support  of  the  centralized  processing  and  workflow  of  contracts  and  grants  in 
accordance  with  local  and  State  guidelines. 

Managenent  Information  Systems:     The  development  and  maintenance  of  activities 
necessary  to  maintain  or  enhance  the  integrity  and  systematic  functioning  of 
automated  systems  that  capture  client,   staff,   service,   needs  and  cost  data, 
processes  the  data,   and  production  of  required  management  reports  on  a  routine 
and  special  basis. 

Centralized  Administrative  Support:     The  provision  of  overall  centralized 
direction  for  the  management  of  personnel,  payroll,   purchasing,    facilities 
management,  and  clerical  support. 

PLANNING  &  EVALUATION 

Program  Planning:     The  provision  of  centralized  planning  support  for  ail 
Community  Mental 'Health  services.     Program  planning  support  includes  the  setting 
of  priorities;  policy  and  procedures  coordination;  County  Plan  preparation; 
FLRM/MBO  system  coordination;  charts  and  surveys;  administrative  and  management 
reports;  needs  assessment. 

Projiciit  Evaluation:     The  systematic  analysis  of  the  cost  effectiveness, 
accessibility  and  acceptability  of  mental  health  services  and  programs.     This 
includes  the  determination  of  the  appropriateness  of  utilization,   iengths-of-stay 
and  client  movement  through  service  system's  various  levels  of  care. 
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Quality  Assurance-. 

A  prog  ran  designed  to  promote  and  maintain  standards  of  mental  health  care  by 
monitoring  delivery  of  services,  by  recommending  policies  and  procedures  that 
relate  to  improving  mental  health  care  and  by  providing  training  when 
deficiencies  are  identified  in  delivery  of  services. 

Medical  Records  -  The  management  of  case  records  of  clients,   including  response 
to  subpoenas,  chart  analysis  and  storage,    filing,   linkage  with  the  automated 
Billing  &  Information  System  (BIS),  and  technical  assistance  to  clinical  and 
clerical  staff  regarding  medical  records  functions. 

Eharmacy  Services; 

The  centralized  provision  of  pharmacy  and  clinical  laboratory  services  for  all 
non-hospital  modes  of  service.     Eharmacy  services  include  the  distribution  of 
drugs  directly  to  clinics,   the  management  of  an  outpatient  pharmacy  network,  and 
the  production  of  related  monitoring  reports.     Clinical  laboratory  services 
include  the  provision  of  tests  necessary  for  monitoring  the  safety  and  effective 
usage  of  psychiatric  medications. 

CHILDREN  AND  FAMILY  SERVICES 

02: 

Ccnrounity  Support/CE&I:     The  coordination  and  provision  of  consultation, 
education,   and  information  services  in  CMHS  and  to  ccmmunity  agencies  with 
emphasis  upon  promoting  mental  health  and  increasing  the  awareness  of  mental 
illness,   its  causes,   related  problems  and  treatment  services  for  adults, 
geriatrics,   children,  adolescents  and  their  families.     This  includes  both  mental 
health  promotion  and  ccmmunity  client  service  activities. 

03: 

Cut patient:     The  provision  of  individual,   family/group,  medication,  vocational 
rehab ilitation,   aftercare,   and  assessment  services  to  children,  youth  and  their 
families. 

04: 

24-ffour  Inpatient  and  Residential  Care  (out-of- hone-care):     The  coordination 
and  provision  of  hospital-based  and  out-of-hcme  mental  health  services   for 
children,  adolescents,   and  their  families  with  emphasis  on  the  managenent  and 
monitoring  of  S.E..  children  and  youth  residents  treated  at  State  Hospitals  due  to 
the  lack  of  appropriate  local  available  treatment. 

05: 

Day  Treatment:  The  provision  of  intensive  and  habilitative  structured  day 
treatment  services  to  children  and  youth. 

GERIATRIC  SERVICES 

02: 

Consultation,   Education  and  Information  (CE&I):     The  coordination  and  provision 
of  consultation,   education,   and  information  services  in  CMHS  and  to  ccmmunity 
agencies  with  emphasis  upon  promoting  mental  health  and  increasing  the  awareness 
of  mental  illness,   its  causes,    related  problems,   and  treatment  services  for 
geriatric  adults.     This  includes  both  mental  health  promotion  and  ccmmunity 
client  service  activities.  113 


03: 

Community  Services :     The  provision  of  outpatient,  day  treatment,   none  visiting, 

and  case  management  services  for  geriatric  clients  with  enphasis  upon 

accessibility,   continuity  of  care,  the  building  of  clients'    capacities  for  daily 

functioning  and  movement  toward  maintaining  clients  in  the  community  as  long  as 

possible. 

04: 

24-Hour  Inpatient  and  Residential  Care:     The  provision  of  hospital-based  and 
out-of-hcme  residential  mental  health  services  for  geriatrics  with  emphasis  on 
the  improvement  and  coordination  of  comprehensive  mental  health  care  such  that 
geriatric  patients  may  return  sooner  to  community  treatment,   independent  living, 
their  families,  or  be  maintained  at  their  highest  level  of  functioning  in  the 
least  restrictive  setting. 

ADULT  ACUTE  SERVICES., 

02: 

Consultation,   Education  and  Information  (CE&I):     The  coordination  and  provision 
of  education,   and  information  services  in  CMIS  and  to  oainiunity  agencies  with 
emphasis  on  increasing  the  awareness  of  mental  illness,   its  causes,   related 
problems,   and  treatment  services  for  acutely  ill  adults.     This  includes  training 
and  educational  activities,  with  focus  on  destigmatizing  mental  illness  and 
enhancing  the  skills  of  clinical  staff,   and  the  maximun  coordination  of  services. 

03: 

Cut  patient:     The  provision  of  community  crisis  and  emergency  services  for  adult 
acute  clients,  with  emphasis  upon  minimizing  utilization  of  inpatient  services 
and  to  maximize  the  utilization  of  alternate  available  community  services, 
through  crisis  intervention,  assessment,  medication,   and  fbllcw-up'. 

04: 

24-Hour  Inpatient  and  Residential  Services:     The  provision  of  institutional 
care  at  state  hospitals  and  locked  facilities,   24-hour  and  acute  residential 
services  for  acutely  ill  adults  through  structured  milieu  therapy;  individual, 
family  and  group  therapy;   recreational  and  occupational  therapy,  medication;   and 
assessment. 

05: 

Day  Care:     The  provision  of  day  care  intensive  habilitative  services  for 

chronic  and  acute  adult  clients,  with  emphasis  on  the  improvement  and  maintenance 

of  the  mental  heaith  functioning  towards  daily  living  and  movement  toward  iess 

restrictive  care  and  treatment.     These  services  include  day  treatment;  pre- 

vocational  activities?  volunteer  employment;   educational  training  and  placement; 

individual  and  group/ family  counseling;  and  crisis  intervention  as  necessary. 

ADULT  COMJNITY  SERVICES 

02: 

Consultation,   Education  and  Information  (CE&I):     The  coordination  and  provision 
of  consultation,   education  and  information  services  in  CMHS  and  to  community 
agencies  with  emphasis  upon  promoting  mental  health  and  increasing  the  awareness 
of  mental  illness,   its  causes,    related  problems,   and  treatment  services  for 
chronic  adults.     This  includes  both  mental  health  promotion  and  community  client 
service  activities.  , 
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03: 

Outpatient:     The  provision  of  individual  and  group  services,   assessment  and 
aftercare  services  for  adults,  with  emphasis  on  the  improvement  and  maintenance 
of  mental  health  of  adults  on  accessibility,   continuity  of  care  and  on  building 
clients'   capacity  for  daily  functioning. 

04: 

24-Hour  and  Residential  Care:     The  provision  of  24-hour  transitional 
residential  mental  health  programs   for  chronic  adults  with  emphasis  on 
transitionalizing  clients  from  high  acute  levels  of  residential  care  to  community 
independent  living  or  less  structured,   less  restrictive  living  situation. 

05: 

Day  Care:     The  provision  of  day  care  intensive  and  habilitative  services  for 
chronic  adult  clients,  with  emphasis  on  the  improvement  and  maintenance  of  the 
mental  health  functioning  towards  daily  living  and  movement  toward  less 
restrictive  care  and  treatment.     These  services  include  day  treatment;  pre- 
vocational  activities;   socialization  and  drop- in  services;  volunteer  employment; 
educational  training  and  placement;   individual  and  group-'' family  counseling;  and 
crisis  intervention  as  necessary. 
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0  rr  rT 
The  Honorable  Dianne  Feinstein  k> 

Mayor,  City  and  County  of  San  Francisco 
City  Hall 
San  Francisco,  CA  94102 

Dear  Mayor  Feinstein: 

Thank  you  very  much  for  your  letter  of  December  19  regarding  the  Department  of 
Public  Health's  Management-by-Objecti ves  (MBO)  performance  for  Fiscal  Year 
1984/85.  The  Commission  is  currently  reviewing  the  critical  areas  that  must 
be  addressed  and  we  will  send  you  a  detailed  response  shortly.  In  addition, 
we  will  be  reviewing  the  Department's  Management-by-Objectives  performance  for 
the  first  six  months  of  Fiscal  Year  1985/86  during  February. 

We  very  much  appreciate  your  comments  and  can  assure  you  that  during 
FY  1985/86  we  will  move  to  fully  achieve  our  objectives.  We  also  hope  to 
further  refine  the  objectives  to  more  clearly  reflect  program  outcomes  as  well 
as  process  measures. 

The  past  year  has  been  one  of  great  challenge  for  the  Health  Commission  and 
the  Department,  and  we  will  continue  to  make  every  effort  to  improve  the 
Department's  cost-effectiveness,  efficiency  and  performance  in  terms  of  health 
benefits  to  the  community. 

We  are  cognizant  of  the  complex  relationships  between  commissions  and 
departments  and  the  fine  line  that  sometimes  exists  between  policymaking  and 
administration.   We  fully  support  Dr.  Werdegar,  his  senior  staff,  and  the 


TEL  (41 51  558.3348 
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members  of  the  Department,  and  we  will  continue  to  make  every  effort  to 
respect  the  high  quality  of  professionalism  exhibited  by  Department  staff. 

We  appreciate  your  continued  support. 

Sincerely, 


tf.^1 


Philip  R.  Lee,  M.D. 
President 


PR  L :  1  g 

cc:  Members  of  the  Health  Commission 
Monique  Zmuda 
Dr.  David  Werdegar 


117 


Office  of  the  Mayor  X&^^Zhx  Dianne  Feinstein 

SAN     FRANCISCO 


November  25,  1985 


Mr.  Joseph  A.  Gaggero,  President 

and  Members 
Health  Service  System  Board 
1212  Market  Street 
San  Francisco  CA  94102-4861 

Dear  President  and  Members: 

The  Health  Service  System's  Management-by-Objectlves  (MBO)  performance  for 
Fiscal  Year  1984-85  has  been  reviewed.  The  staff  met  or  exceeded  MBO  targets 
in  most  areas.  In  this  discussion  of  performance,  suggestions  are  made  for 
the  inclusion  of  objectives  and  measurable  targets  that  reflect  past 
achievements  and  the  continuing  efforts  to  provide  increased  medical  services 
to  city  employees  and  their  dependents  while  containing  the  cost  of  health 
care . 

You  have  been  successful  in  containing  the  rising  cost  of  medical  care  to  city 
employees  and  their  dependents  during  a  period  of  dramatic  increases  in 
medical  costs.  The  institution  of  the  Preferred  Provider  Program  in  May  1984 
involving  agreements  between  medical  providers  and  the  Health  Service  System 
for  medical  services  tc  city  employees  and  dependents  at  fixed  negotiated 
rates  nas  resulted  in  significant  savings  to  its  members.  For  the  current 
fiscal  year,  premiums  nave  been  reduced  by  $6.74  per  month  for  a  single 
employee  and  524.70  per  month  for  an  employee  with  dependents.  Where 
possible,  performance  in  this  area  should  be  documented  in  the  department's 
MBO  program. 

The  FY  1984-85  performance  achievements  include  the  following: 

Membershi  p 


Achieved  an  average  turnaround  time  of  22.5  days  on  contribution  refunds 
improving  upon  the  target  of  25  working  days.  This  was  due,  in  part,  to 
the  implementation  of  the  Controller's  Warrant  Issuance  Control  System 
that  facilitates  the  preparation  and  issuance  of  refund  checks. 

Enrollment  of  all  eligible  employees  and  dependents  within  13.25  working 
days  from  the  date  of  receipt  of  enrollment  forms  bettered  the  target  of 
15  working  days  Dy  127.. 

Membership  records  on  25,300  status  changes  of  75,000  currently  enrolled 
employees  and  dependents  were  maintained.  Due  to  the  implementation  of 
the  on-line  decentralized  mini-computer  system,  necessary  changes  to 
up-date  members'  records  can  be  made  directly  on  the  computer  terminal 
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-  Terminations  for  all  separated  employees  and  dependents  were  processed  In 
an  average  of  13.5  working  days  from  the  receipt  of  employment  termination 
notices,  351  over  the  target  of  10  days  but  Improved  by  15X  from  an 
average  of  15  working  days  in  FY  1983-84. 

Medical  Claims 

-  The  timely  processing  of  151,036  medical  claims  in  FY  1984-85  from  75,000 
members,  an  Increase  of  41,000  claims  or  37X  over  the  target  of  110,000 
claims  Is  an  achievement  that  is  reflected  in  the  new  target  for  FY 
1985-86  of  150,000  claims. 

-  The  issuance  of  claims  checks  in  an  average  of  14.25  days  for  all  claims 
with  proper  and  complete  documentation  Is  well  within  an  acceptable 
variance  from  the  target  of  13  days  due  to  the  371  Increase  of  medical 
claims  in  FY  1984-85. 

o  The  interaction  required  by  claims  personnel  and  1,300  physicians  and 
10  hospitals  should  be  reflected  in  the  MBO  program  for  FY  1985-86. 

Admini  stration 

-  The  objectives  of  having  zero  errors  in  the  files  for  more  than  5  days  was 
not  met  since  the  average  was  2.5  errors. 

o  The  same  performance  measure  should  be  used  in  FY  1985-86  and 

effective  follow  through  by  the  accounting  section  should  assist  in 
reducing  the  errors. 

-  1007.  of  the  department's  employees  were  again  given  performance 
evaluations . 

The  Health  Service  System  Board  and  the  department  has  clearly  made  progress 
in  meeting  the  overall  MBO  goal  of  effectively  handling  the  increased 
responsibilities  in  membership  growth  while  developing  programs  that  enhance 
the  health  services  provided  with  strict  cost  containment.  Your  efforts  are 
truly  appreciated. 


/ 


cc:  Randall  B.  Smith 
Executive  Director 
Health  Service  System 
8935R 
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Honorable  Mary  Louise  Stong,  President 

and  Members 
Public  Library  Commission 
Civic  Center 
San  Francisco,  California  94102 

Dear  Commissioners: 

A  review  of  your  1984/85  Management-by-0bject1ves  performance  Indicates 
another  year  of  fine  achievement.  More  people  made  use  of  our  library 
system  and  more  library  materials  were  circulated.  These  are  good 
indicators  that  you  and  your  staff  are  maintaining  quality  library 
services  for  our  community.  With  very  few  exceptions,  the  Main  Library 
and  the  branches  met  or  exceeded  annual  targets. 

SYSTEMWIDE 

In  1983/84  the  circulation  for  the  entire  system  was  2,694,510;  and  in 
1984/85  it  was  3,043,793,  a  131  increase.   Increased  circulation  for  both 
the  Main  Library  and  the  branches  contributed  to  this  very  significant 
gain.  The  circulation  per  capita  also  increased,  from  3.85  in  1983/84  to 
4.2  in  1984/85. 

MAIN  LIBRARY 

Fiscal  Year  1984/85  saw  a  dramatic  circulation  increase  of  287.  for  the 
Main  Library  from  778,844  of  the  previous  year  to  994,324.   I  understand 
that  there  is  not  an  exact  patron  count  for  1984/85  because  the  counting 
devices  were  dismantled  during  the  first  half  of  the  year  due  to 
renovation  work.  However,  the  last  half  year  count  was  503,588,  which  is 
very  good,  when  this  number  is  compared  to  the  entire  1983/84  count  of 
972,708.  Other  activities  under  the  Main  were: 

-  Business  Branch 

Circulation  for  the  Business  Branch  was  19,005,  slightly  under  the 
targeted  20,000.  There  were  156,812  patrons,  also  under  the 
target  of  160,000.  However,  a  quarter  by  quarter  analysis  shows 
increasing  patronage  in  the  third  and  fourth  quarters.   There 
appears  to  be  a  trend  of  increasing  usage  of  this  branch. 
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-  Performance  at  this  branch  did  Improve  over  the  previous  year, 
when  the  number  of  patrons  using  this  branch  was  150,962. 

-  Videotape  Circulation 

65,454  videotapes  were  circulated  in  1984/85,  way  above  the  target 
of  40,000,  and  the  actual  1983/84  total  of  39,837.  Once  again  I 
ask  that  the  1985/86  target  be  raised  to  reflect  the  ever 
increasing  demand  for  this  service. 

-  Talking  Books 

33,157  talking  books  were  distributed,  against  a  target  of  30,000 
and  the  previous  year's  actual  circulation  of  28,855.  The 
performance  in  this  area  went  well. 

RESOURCE  BRANCHES 


Branch 

Chinatown 

Excelsior 

Marina 

Mi  ssion 

Richmond 

Sunset  156,943   162,757   1.75    1.90     151,652   175,411 

West  Portal      167,410   185,881   1.36    1.32     135,148   136,053 

The  seven  resource  branches  performed  very  well  as  a  group.  The  Excelsior 
Branch  was  the  only  branch  that  did  not  increase  services.  Circulation 
increased  by  48%  for  the  Chinatown  Branch  and  the  increased  circulation  at 
the  Mission  Branch  was  137.. 

The  Chinatown  Branch  has  become  the  most  highly  used  branch  in  the 
system.  Almost  100,000  more  people  used  this  branch  in  1984/85  than  in 
1983/84.  The  overall  gains  of  the  resource  branches  are  very  encouraging. 

LARGE  NEIGHBORHOOD  BRANCHES 

Circulation       Unit  Cost  #   Patrons 


Circulat 

ion 

1984-85 

Unit 
1983- 

Cost 

•84  1984-85 

# 

Patrons 

1983-84 

1983-84 

1984-85 

188,463 

278,031 

1.38 

1.11 

295,896 

390,642 

96,249 

92,164 

2.44 

3.12 

119,000 

130,350 

118,000 

119,217 

2.01 

2.71 

118,090 

134,349 

108,190 

121 ,646 

2.19 

2.05 

115,993 

135,888 

231,134 

236,981 

1.35 

1  .49 

201 ,482 

247,530 

Branch  1983-84   1984-85   1983-84  1984-85  1983-84   1984-85 


Merced  102,284   101,306   1.55    1.57  53,696    51,188 

North  Beach       72,488    78,134   1.99    2.08  70,464    87,123 

Ortega  84,879    79,857   1.99    2.09  90,720    68,269 

Parkside         74,074    83,483   2.01    1.88  66,890    72,627 

The  large  neighborhood  branches  also  performed  well  as  a  group.  The  unit 

cost  for  these  branches  decreased  or  stayed  almost  the  same.  The  one 
concern  was  with  the  Ortega  Branch,  which  experienced  reduced  levels  of 

service.  The  reductions  occured  in  the  second  quarter  of  1984/85  and  were 

caused  by  staffing  problems.  These  problems  have  been  resolved  and  the 
fourth  quarter  statistics  showed  marked  improvement. 
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Honorable  Mary  Louise  Stong,  President 

and  Members 
Public  Library  Commission 
Civic  Center 
San  Francisco,  California  94102 

Dear  Commissioners: 

A  review  of  your  1984/85  Management-by-Objectives  performance  indicates 
another  year  of  fine  achievement.  More  people  made  use  of  our  library 
system  and  more  library  materials  were  circulated.  These  are  good 
indicators  that  you  and  your  staff  are  maintaining  quality  library 
services  for  our  community.  With  very  few  exceptions,  the  Main  Library 
and  the  branches  met  or  exceeded  annual  targets. 

SYSTEMHIDE 

In  1983/84  the  circulation  for  the  entire  system  was  2,694,510;  and  in 
1984/85  it  was  3,043,793,  a  13X  increase.  Increased  circulation  for  both 
the  Main  Library  and  the  branches  contributed  to  this  very  significant 
gain.  The  circulation  per  capita  also  increased,  from  3.85  in  1983/84  to 
4.2  in  1984/85. 

MAIN  LIBRARY 

Fiscal  Year  1984/85  saw  a  dramatic  circulation  increase  of  287.  for  the 
Main  Library  from  778,844  of  the  previous  year  to  994,324.  I  understand 
that  there  is  not  an  exact  patron  count  for  1984/85  because  the  counting 
devices  were  dismantled  during  the  first  half  of  the  year  due  to 
renovation  work.  However,  the  last  half  year  count  was  503,588,  which  is 
very  good,  when  this  number  is  compared  to  the  entire  1983/84  count  of 
972,708.  Other  activities  under  the  Main  were: 

-  Business  Branch 

Circulation  for  the  Business  Branch  was  19,005,  slightly  under  the 
targeted  20,000.  There  were  156,812  patrons,  also  under  the 
target  of  160,000.  However,  a  quarter  by  quarter  analysis  shows 
increasing  patronage  in  the  third  and  fourth  quarters.  There 
appears  to  be  a  trend  of  increasing  usage  of  this  branch. 
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-  Performance  at  this  branch  did  improve  over  the  previous  year, 
when  the  number  of  patrons  using  this  branch  was  150,962. 

-  Videotape  Circulation 

65,454  videotapes  were  circulated  in  1984/85,  way  above  the  target 
of  40,000,  and  the  actual  1983/84  total  of  39,837.  Once  again  I 
ask  that  the  1985/86  target  be  raised  to  reflect  the  ever 
increasing  demand  for  this  service. 

-  Talking  Books 

33,157  talking  books  were  distributed,  against  a  target  of  30,000 
and  the  previous  year's  actual  circulation  of  28,855.  The 
performance  in  this  area  went  well. 

RESOURCE  BRANCHES 


Branch 

Chinatown 

Excelsior 

Marina 

Mi  s  s  i  on 

Richmond 

Sunset 

West  Portal       167,410   185,881   1.36    1.32     135,148   136,053 

The  seven  resource  branches  performed  very  well  as  a  group.  The  Excelsior 

Branch  was  the  only  branch  that  did  not  increase  services.  Circulation 

increased  by  48°/.  for  the  Chinatown  Branch  and  the  increased  circulation  at 
the  Mission  Branch  was  137.. 

The  Chinatown  Branch  has  become  the  most  highly  used  branch  in  the 
system.  Almost  100,000  more  people  used  this  branch  in  1984/85  than  in 
1983/84.  The  overall  gains  of  the  resource  branches  are  very  encouraging. 

LARGE  NEIGHBORHOOD  BRANCHES 

Circulation       Unit  Cost  #   Patrons 


Circulat 

ion 

1984-85 

Unit 
1983- 

Cost 

■84  1984-85 

# 

Patrons 

1983-84 

1983-84 

1984-85 

188,463 

278,031 

1.38 

1  .11 

295,896 

390,642 

96,249 

92,164 

2.44 

3.12 

119,000 

130,350 

118,000 

119,217 

2.01 

2.71 

118,090 

134,349 

108,190 

121 ,646 

2.19 

2.05 

115,993 

135,888 

231,134 

236,981 

1.35 

1  .49 

201 ,482 

247,530 

156,943 

162,757 

1.75 

1  .90 

151,652 

175,411 

Branch  1983-84   1984-85   1983-84  1984-85  1983-84   1984-85 


Merced  102,284   101,306   1.55    1.57  53,696    51,188 

North  Beach       72,488    78,134   1.99    2.08  70,464    87,123 

Ortega  84,879    79,857   1.99    2.09  90,720    68,269 

Parkside         74,074    83,483   2.01    1.88  66,890    72,627 

The  large  neighborhood  branches  also  performed  well  as  a  group.  The  unit 

cost  for  these  branches  decreased  or  stayed  almost  the  same.  The  one 
concern  was  with  the  Ortega  Branch,  which  experienced  reduced  levels  of 

service.  The  reductions  occured  in  the  second  quarter  of  1984/85  and  were 

caused  by  staffing  problems.  These  problems  have  been  resolved  and  the 
fourth  quarter  statistics  showed  marked  improvement. 
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Circulation  at  the  reading  centers  was  on  the  decrease  in  1982/83.  Since 
that  time  there  has  been  a  turnaround,  and  circulation  has  increased  in 
each  of  the  following  two  years.   For  1984/85,  Vlsitacion  Valley  increased 
circulation  by  12X  compared  to  the  previous  year.  During  the  same  time 
period,  Portola  enjoyed  a  101  increase.  Excepting  Ocean  View,  which 
maintained  the  previous  year's  levels  of  services,  all  reading  centers 
gained  in  circulation  and  patronage. 


It  is  a  pleasure  to  acknowledge  another  year  of  success  in  your  MBO 
performance.  Keeping  track  of  each  branch's  activities  has  proven  to  be  a 
valuable  management  tool  and  could  not  have  been  possible  without  the 
cooperation  and  efforts  of  your  Commission  and  staff.  Thank  you  for  a  job 
well  done. 


Sincerely  yours , 
I  / 

Wanne  FeTpfstein 


Mayor 
DF/BL: la 
/   cc:  John  Frantz,  City  Librarian 

9085R 
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Mr.  Louise  Glraudo,  President 

and  Commission  Members 
Public  Utilities  Commission 
Room  287,  City  Hall 
San  Francisco,  CA  94102 

Dear  Mr.  Glraudo  and  Members: 

Your  1984-85  Management-by-0bject1 ves  program  for  the  Hater  Department, 
Hetch  Hetchy  and  the  PUC  Bureau  has  been  reviewed.  In  general,  results 
were  excellent,  and  demonstrated  a  serious  commitment  to  management 
excellence.  There  are  some  areas,  of  course,  which  merit  attention.  The 
following  is  a  review  by  department: 

HATER  DEPARTMENT 

The  Water  Department  did  an  excellent  job  of  meeting  or  exceeding  the  vast 
majority  of  its  performance  objectives. 

EXECUTIVE  DIVISION 


o   The  Division  carried  out  inspections  on  all  facilities. 

o   Two  (2)  disaster  drills  were  conducted  during  the  year,  matching 
last  year's  results,  but  short  of  the  target  of  four.   It  is  most 
important  that  all  divisions  be  in  a  state  of  readiness  to  meet 
emergency  situations. 

o   You  met  the  vast  majority  of  deadlines  associated  with  the 
administration  of  the  Water  Rate  Settlement  Case. 


CITY  DISTRIBUTION  DIVISION 

o   An  intensified  safety  training  program  resulted  in  in  a  significant 
reduction  in  vehicular  accidents  in  this  division.   It  is  equally 
encouraging  that  the  Suburban  Division  exceeded  its  targets  for 
preventative  maintenance  on  its  vehicles. 

o   1,333  feet  of  water  mains  were  flushed,  well  above  your  target  of 
1,000  and  also  above  last  year's  result  of  1,041. 

o   Customers  waited  an  average  of  3.16  hours  for  the  Division  to 
respond  to  broken  water  mains  and  services.  This  represents  an 
increase  from  last  year's  result  of  2.24  hours,  but  is  still  well 
below  the  target  of  8  hours.   I  am  pleased  to  note  that  this  target 
now  has  been  reduced  to  4  hours,  a  reasonable  goal. 
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o   availability  of  pump  units  was  maintained  at  96X  (City  and  Suburban 
Divisions  combined  average). 

SUBURBAN  DIVISION 

o   there  were  zero  unscheduled  service  Interruptions  -  good  work!. 

o  157  service  meters  were  calibrated,  almost  reaching  the  target  of 
160.  Also,  31  line  meters  were  calibrated,  slightly  In  excess  of 
the  target  of  30. 

COMMERCIAL  DIVISION 

o   951  of  your  mailings  went  out  zip-code  sorted,  well  above  your 
target  of  751  You  may  wish  to  consider  Increasing  the  target  at 
this  time. 

o   You  experienced  a  problem  in  achieving  your  goal  of  reducing 
120-day  delinquencies  below  the  51  level.  The  actual  level  was 
201.  I  am  aware  that  the  Housing  Authority  Is  responsible  for  the 
lion's  share  of  the  problem.  Please  keep  me  advised  of  your 
progress  in  working  with  the  Housing  Authority. 

HATER  QUALITY  DIVISION 

o   You  came  close  to  meeting,  met,  or  exceeded  targets  for  quantity  of 
samples  taken  in  every  category  of  testing. 

o   Water  quality  tests  show  that  we  have  high  quality  water,  although 
corrosivity  remains  a  concern. 

I  note  that  the  Water  Department  continues  to  invest  in  the  development  of 
its  MBO  program,  and  has  added  certain  new  objectives  (such  as  completion 
of  a  hazardous  materials  management  program,  and  a  measure  to  time 
responses  to  complaints  regarding  water  quality),  while  eliminating  some 
unnecessary  detail  in  the  reports,  in  order  to  make  them  more  easily  read 
and  meaningful.   I  greatly  appreciate  your  commitment  to  MBO. 

HETCH  HETCHY 

Each  year,  Hetch  Hetchy  proves  itself  to  be  an  increasingly  invaluable 
resource  for  San  Francisco.   Like  the  Water  Department,  Hetchy  has  done  an 
excellent  job  in  meeting  its  MBO  objectives. 

CONTRACTUAL  AGREEMENT 

An  interim  agreement  was  reached  for  the  sale  of  power  to  the  Modesto  and 
Turlock  Irrigation  Districts.  Congratulations  for  your  efforts.  Please 
keep  me  informed  with  regard  to  the  status  of  long  term  contract 
negotiations . 

OPERATIONS 

o   You  delivered  1007.  of  water  as  requested  by  our  Water  Department. 
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o   You  met  your  annual  target  for  power  generation,  with  only  one 
forced  generator  outage  occurring  (Kirkwood  In  December). 

o   You  completed  99X  of  scheduled  vehicle  maintenance. 

o   You  met  your  95X  target  for  availabllty  of  rolling  stock;  however, 
the  availability  of  heavy  equipment  dipped  below  target;  please  try 
to  maintain  performance  at  a  consistently  high  level. 

TRANSIT  POWER 

o   You  completed  approximately  99X  of  preventative  maintenance 
procedures. 

o   All  power  requirements  for  MUNI  vehicles  were  met. 

Finally,  I  wish  to  thank  you  for  your  commitment  to  the  Third  Generator 
Project  at  Kirkwood.  Your  resilience  in  dealing  with  the  federal 
bureaucracy  is  truly  appreciated. 

PUC  BUREAUS 

In  1984-85,  the  seven  PUC  Bureaus  accomplished  a  great  deal  in  their  task 
of  supporting  the  interactions  between  the  three  PUC  Departments,  Muni, 
Water  and  Hetch-Hetchy .  Some  major  achievements  include: 

o   Development  of  a  new  payrol 1 /personnel  system  for  the  PUC. 

o   Increased  levels  of  paratransit  service  for  elderly  and  handicapped 
Muni  passengers. 

o   Reduction  of  energy  use  in  City  facilities  through  the  conduction 
of  energy  audi  ts . 

While  it  is  commendable  that  the  great  majority  of  performance  objectives 
were  met  by  the  various  bureaus,  there  are  improvements  that  remain  to  be 
made. 

BUREAU  OF  ENGINEERING 

According  to  your  MBO  report  for  FY  84-85,  only  12  of  53  projects  underway 
at  the  end  of  the  fourth  quarter  were  on  schedule,  while  the  remaining  41 
were  late.  However,  a  supplemental  for  $1.9  million  to  improve  management 
capabilities  was  finally  approved  in  January  of  1985,  and  therefore,  it  is 
expected  that  your  performance  will  improve.  It  is  pleasing  to  note  that 
you  reached  agreement  with  my  staff  regarding  the  use  of  new  MBO  measures 
which  wi 1 1  : 

o   Divide  projects  into  three  priority  categories  (A,  B  and  C),  and 
track  and  report  progress  separately  on  A  and  B  projects,  setting 
up  target  dates  for  project  initiation,  design  initiation  and 
completion,  and  completion  of  construction. 
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o   Track,  budget  variances  for  both  design  and  construction  phases. 

o   Maintain  control  over  in-house  objectives  related  to  Implementation 
of  overall  Bureau  Organizational  Effectiveness  Program. 

The  services  which  your  bureau  provides  to  the  PUC  departments  are  vital 
to  each  operation;  while  I  previously  have  expressed  my  concern  that  solid 
MBO  performance  measures  and  standards  be  established  within  UEB,  I  am  now 
encouraged  to  see  that  you  have  implemented  a  system  to  accurately  measure 
your  effectiveness. 

BUREAU  OF  ADMINISTRATION 

I  am  very  gratified  by  this  bureau's  excellent  management  of  the 
paratransit  program,  wherein  most  targets  for  increased  levels  of  service 
have  been  met  or  exceeded. 

o   The  paratransit  program  provided  90,000  one-way  shared  rides,  when 
the  target  was  84,000  one-way  shared  rides;  117,105  lift-assisted 
rides  were  provided  when  the  target  was  25,000  lift-assisted  rides. 

BUREAU  OF  MANAGEMENT  INFORMATION  SYSTEMS 

This  bureau  has  suceeded  in  maintaining  systems  availability  on  target  at 
97%  and  in  completing  957.  of  scheduled  production  jobs  on  lime.  The 
materials  management  system  at  Metro  Center  and  Woods  was  lompleted  on 
schedule,  and  the  5-year  BMIS  master  plan  was  updated  as  planned. 

Overall,  your  staff  has  done  a  truly  excellent  job  of  manajing  operations 
vital  to  San  Francisco.  My  best  wishes  and  encouragement  -for  continued 
success . 

Sincerely  yours , 


Dianne  Feinstein  - 

Miyor 

/ 

DF/JW/AL 

cc:  Rudy  Nothenberg,  General  Manager,  PUC 

Dean  Coffey,  General  Manager,  Water  Department 

Ted  Chung,  General  Manager,  Hetch  Hetchy 

Leo  Jed,  Utilities  Engineering  Bureau 

Anson  Moran,  Bureau  of  Finance 

Hans  Loffeld,  Bureau  of  Management  Information  Systems 

Andrea  Gourdine,  Bureau  of  Personnel  &  Training 

Joseph  Johnson,  Bureau  of  Energy  Conservation 

Mathea  Falco,  Bureau  of  Contracts  &  Claims 

Charles  Richardson,  Bureau  of  Protective  Services  &  Security 
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November  8,  1985 


Louis  J.  Giraudo,  President 

and  Commission  Members 
Public  Utilities  Commission 
287  City  Hall 
San  Francisco,  CA  94102 

Dear  Commissioners: 

My  review  of  the  Public  Utilities  Commission's  Management-by- 
Objectives  (MBO)  performance  for  1984-85  shows  the  year  to  have 
been  a  period  of  consolidation  for  the  efforts  and  achievements  of 
previous  years. 

The  hard  work,  dedication  and  good  judgement  you  bring  to 
overseeing  three  of  the  City's  largest  and  most  complex 
departments,  and  the  seven  bureaus  that  provide  support  services 
for  these  departments,  are  appreciated.   What  follows  are  findings 
regarding  the  Municipal  Railway.   A  subsequent  letter  will  review 
Hetch  Hetchy,  the  Water  Department  and  the  PUC  bureaus. 

Vfore  Muni    service   was    provided    last   year    than   at    any    time    in 
history,    thanks  to  significant  expansion  of  capacity  in  the  LRV 
system,  with  an  additional  30  cars  in  regular  service,  and  in  the 
diesel  fleet,  with  the  addition  of  the  articulated  buses,  as  well 
as  the  increased  availability  and  reliability  of  the  fleet  as  a 
whole . 

Achievement    of    the   first    full    year   of    100%    vehicle   availability 
was    a  major   mi  I es  tone .    coming  as  it  did  after  two  years  of 
substantial  missed  service  due  to  shortages  of  diesel  buses  in 
operating  condition.   Once  all  the  necessary  vehicles  became 
available,  subs  t  ant  i  al    weaknesses    in   operator   performance . 
scheduling/management    of  operators,    and   on-street    supervision 
became    apparent . 

Your  management  staff  is  to  be  especially  commended  for  carrying 
on  the  regular  work  of  Muni  competently,  professionally  and 
without  interruption  during  the  last  quarter  of  the  year  in  the 
absence  of  a  permanent  General  Manager.   Each  of  the  deputy 
General  Managers  did  an  effective  job  in  addressing  immediate 
issues  and  providing  top  level  decision-making,  while  also 
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overseeing  their  regular  duties.   The"puMic  was  particularly 
well-served  during  this  period  by  your  prompt  and  constructive 
response  to  the  passenger  harassment  problem  that  arose  near  the 
end  of  the  fiscal  year. 

In  General  Manager  William  G.  Stead,  you  now  have  the  leadership 
at  Muni  needed  to  overcome  remaining  service  problems  and  secure 
the  tdp-quality  service  that  the  public  deserves.   His  leadership 
will  be  essential  to  maintaining  top-quality  service  under 
increasingly  stringent  financial  restrictions  in  the  next  few 
years . 

The  lack  of  continuous  leadership  in  the  past  year  may  have 
undermined  efforts  to  tackle  the  previously-identified  significant 
operational  problems.   The  problems  to  be  addressed  as  of  the  end 
of  the  1984-85  fiscal  year  continue  to  include  all  but  one  of  the 
problems  cited  in  my  1983-84  MBO  performance  review  letter  last 
October  and  in  my  April  6-month  performance-budget  review:   missed 
service  due  to  no  operator,  operator  absenteeism,  higher  than 
targeted  accident  rates,  and  problems  with  the  reconstructed  Cable 
Car  system.   The  exception  is  Muni  Metro  schedule  adherence,  which 
improved  over  the  course  of  the  year. 

Clearly,    the   sharp   spot  I  ight   of  attention  must    remain 
focussed   on  Operations    —  el  iminat  ion   of  missed   runs   due    to 
missing   operators ,    adherence    to   schedules ,     improved   safety, 
cons i stent    on-s  treet    supervision,    consistent    and  fair   hearing 
and  discipl  inary  procedures  ,    reduction   of  operating   costs 
through  more    efficient    and   effective    shedul  ing   of  personnel    — 
along  with   resolution   of   remaining  problems   with    the 
rehabi I  i  tated   cable   car   system  and    longer-range    improvement s 
to  Muni    Metro.      You  should  be  tracking  performance  in  these 
crucial  areas  regularly  at  the  Commission  and  we  should  expect 
steady  quarterly  improvement  through  the  remainder  of  the 
current  year . 

SUMMARY  OF  MBO  PERFORMANCE  19  84-8  5 

Equipment  Maintenance 

Diesel    coaches,     trolley   coaches    and   LRVs    all    met    or    exceeded 
targets   for   availability   and    reliability. 

Diesel  bus  availability  averaged  430  vehicles  when  the  number 
of  vehicles  needed  to  provide  peak  service  averaged  390,  or 
109%  percent  availability.   This  a  significant  improvement 
over  last  year's  availability,  which  ranged  from  91%  in  the 
third  quarter  to  96%  at  its  best  point  in  the  last  quarter. 

Diesel  bus  reliability  has  made  dramatic  improvements  from 
only  587  miles  between  road  calls  due  to  mechanical  defects 


2  - 


130 


in  the  first  quarter  of  1983-84  to  1274rTta!Tfesg>per  defect  in 
the  fourth  quarter  of  1984-85. 

Trolley  bus   maintenance   maintained    its    excel  lent    record   of    the 
previous   year. 

irolley  bus  availability  increased  during  the  year  to  114%, 
and  averaged  112%.   Although  the  target  for  reliability  was 
set  to  increase  steadily  each  quarter,  miles  per  defect  were 
below  maximum  targeted  levels  every  quarter.   At  year  end 
1983-84,  the  target  was  918  miles  per  defect  and  the  result 
was  934  miles/defect.   By  year  end  1984-85,  the  reliability 
target  was  1000  miles/defect  and  the  result  was  1091 
miles/defect . 

LRV  availabil  ity  met    the    target    of    104%,    the  same  as  last 
year's,  but  did  so  while  maintaining  a  larger  fleet,  107 
vehicles,  now  needed  to  meet  peak  service;  the  1983-84  average 
was  only  93  LRVs  available  for  peak  period  service.  LRV 
reliability   continued    to    improve   quarter   after   quarter, 
cont  inuing    the    1983-84    trend. 

Fourth  quarter  LRV  reliability  was  1782  miles  per  defect 
compared  with  the  1983-84  average  of  943  miles  per  defect. 

In  its  first  full  year  of  service  since  being  shutdown  and 
rehabilitated  for  20  months,  the  Cable  Car  fleet   was  maintained 
at   well-over    its    targeted    100%  availabil  ity    level. 

However,    Cable   Car    reliability  failed    to  meet    target    levels 
of  700  miles  between  roadcalls,  the  yearly  average  result  was 
only  594  miles/defect  for  non-grip  related  defects  and  only 
284  miles/defect  for  grip-related  defects. 

The  first  phase  of  a  multi-year  major  trolley  bus  fleet 
rehabilitation  program  progressed  during  the  year,  but  failed  to 
keep  pace  with  targets  when  suppliers  were  unable  to  provide 
parts  on  time.   For  1984-85  the  programs  goals  were  to  remove  and 
replace  72  traction  motors  (64  completed);  144  king  pins  (115 
completed),  and  66  differential  housings  (54  completed). 

Operations 

Muni    is    cont  inuing    to  miss    runs,    not    because   of   vehicle 
shortages .  bur  because   of  failure    to   have    enough   operators 
available    to  meet    every    run. 

Muni  continues  to  miss  1.6%  of  its  runs  due  to  no  operator, 
when  the  target  is  no  more  than  .5%.   On  only  21%  of  the 
weekdays  in  the  last  quarter  was  Muni  able  to  meet  its  target, 
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While  part  of  the  problem  has  been  operator  shorta^esSESHtHto 
civic  service  delays,  a  more  significant  and  continuing'-etsuse  is 
excessive  operator  absenteeism.   The  percentage  of  missed  service 
hours  differs  widely  among  operating  divisions;  in  not  all  cases 
is  the  cause  attributable  to  excessive  absenteeism,  but  there 
appears  to  be  a  direct  relationship  at  some  divisions. 

"health  related"  absenteeism  for  full-time  operators  last 
year  averaged  10.5%  compared  to  a  target  of  7.1%.   The  target 
for  the  fourth  quarter  was  6.5%,  but  absences  that  quarter 
were  at  11.5%,  not  counting  vacation,  jury  duty,  etc. 
Overall,  absenteeism  is  about  13%.   This  is  above  both  the 
national  (9.5%)  and  Bay  Area  (11%)  transit  system  averages. 

Operator   conduct    complaints    to    the   Muni    Passenger   Service   Office 
in    1984-85   were    reduced   somewhat    (15%)    over    1983-84    levels, 
reflecting    the    reduced   stress    on   both   operators    and   passengers    by 
having  more    service,    and   newer   vehicles ,    on    the   street.      But    the 
reduction  was    not    as    great    as    targeted    (25%),    and  many  of    the 
complaints    continued    to   describe   behavior    that    simply    is    not 
acceptable .      Moreover,  the  number  of  complaints  has  begun  to 
rise  precipitously  again  as  of  the  end  of  the  first  quarter  of 
the  current  year. 

As  of  the  end  of  the  first  quarter  of  the  current  year.  Muni  has 
promulgated  a  set  of  consistent  disciplinary  procedures  to  be 
followed  in  the  case  of  20  major  types  of  Muni  operator 
rule-breaking  and  10  more  minor  (all  Metro-related)  rules.   This 
document  is  the  result  of  meetings  with  the  Transit  Workers 
Union,  which  has  agreed  to  work  together  with  Muni  management  to 
attack  these  problems .   That  is  a  noteworthy  achievement .   The 
"20  and  10"  procedures  are  to  be  tested  for  six  months,  after 
which,  if  evaluation  indicates  they  have  not  been  effective  in 
mitigating  these  problems,  they  will  be  replaced  by  more 
stringent  procedures.   At  the  same  time  Muni  and  the  union  are 
working  together  on  rewriting  the  Muni  Rule  Book,  which  has  not 
been  revised  since  1971,  and  expect  to  have  a  draft  by  the  end  of 
1985. 

While  accurate  performance  measures  for  on-street  supervision  are 
difficult  to  develop  and  monitor,  it  is  disturbing,  nevertheless, 
that  the  percentage  of  planned  supervisor  line-checks  conducted 
was  below  target  for  the  last  three  quarters.   It  also  is 
disturbing  that  conferencing  with  operators  about  individual  and 
line  problems  did  not  keep  pace  with  targeted  goals. 

Yearly  average  of  planned  supervisor  line  checks  was  89.5%. 
Yearly  average  of  planned  operator  conferences  completed  was 
85%. 

Installation   of  your   new  Automat  ic   Vehicle    Locater    (AVL)    system 
was    scheduled    to   be   completed   as    of    this   month;    the   suppor r i ng 
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program    to   allow  for   Automat ic   Vehicle   Monitoring    (AVM)    hi 
ordered.      The   use   of    this    capital    equipment    should   be  maximi zaf^r* 
to    improve   on-street   management  ,    service    reliability,    and 
security.       It   may   be   possible    to    reduce   personnel    costs   while 
improving   service   by  maximi z  ing   use   of    the   AVL/AVM   system. 

Ihe  Commission  should  request  that  a  plan  for  full 
utilization  of  the  AVL/AVM  system,  including  any  resulting 
budget  savings,  be  prepared  immediately. 

By  the  one  measure  of  schedule  adherence  that  Muni  finally 
adopted  and  measured  consistently  last  year,  "on  time" 
performance  met  the  target  for  on-street  service.   And  "on  time" 
performance  by  Muni  Metro,  while  not  meeting  the  annual  target, 
had  greatly  improved  over  last  year. 

The  percentage  of  trips  arriving  within  a  range  of  +  1/-3 
minutes  on  surveyed  lines  was  85.5%,  when  the  target  is  85%. 
The  Metro  result,  only  73%  in  the  first  quarter,  was  up  to 
90%  by  the  fourth  quarter. 

With    the   new  AVM   system    in  full    operation    it    should   be   possible 
to  monitor   all    major    lines,    rather    than    the  few  current ly 
surveyed ,     to   assure    that   Muni    service    in   general    is   meeting 
schedules  .       I    ask    that    this   moni  toring   be   done   and    that    quarterly 
profiles    be    incorporated    into    the   MBO  system. 

Metro  still  appears  unable  to  meet  even  its  greatly  relaxed 
target  of  turning  around  cars  at  the  Embarcadero  Station  during 
the  PM  peak.   The  goal  for  completing  turnaround  was  increased  to 
180  seconds;  yet,  only  85%  of  the  PM  peak  trains  were  turned 
around  in  this  time. 

Accidents   continue    to  plague  Muni.      An  increase  in  accidents 
was  anticipated  and  built  into  targets  based  on  having  new, 
unfamiliar  vehicles,  particularly  long  articulated  buses, 
resumption  of  cable  car  service,  and  a  very  high  number  of  new 
operators.   Still  the  accident  rate  for  the  year  exceeded  the 
increased  targets.   On  the  positive  side,  the  accident  rate 
declined  somewhat  by  the  fourth  quarter. 

The  greatest  accident  problem  appears  to  be  on  the  trolley 
fleet.   Although  cable  cars  will  always  have  the  greatest  rate  of 
accidents  per  million  miles  of  operation  because  the  mileage 
covered  by  the  cars  is  relatively  quite  low,  cable  car  accidents 
last  year  were  well  below  target. 

The  systemwide  accident  rate  per  million  miles  was  127.5 
miles,  when  the  target  was  122  accidents  per  million  miles. 
Trolley  buses  taken  by  themselves  averaged  192  accidents  per 
million  miles,  when  the  target  rate  for  this  mode  was  153. 
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Training  programs  failed  to  meet  targets  for  new  operators,  for 
regularly-scheduled  refresher  courses,  and,  most  disturbingly, 
for  operators  involved  in  accidents. 

The  number  of  operators  enrolled  in  one  and  two-day  accident 
retraining  courses  was  485,  when  the  target  was  1140. 

Facilities  Maintenance 

All  targets  for  minimizing  service  interruptions  due  to  switch, 
track,  or  signal  problems  were  met. 

Downtime  hours  due  to  signal  system  failures  was  only  .96 
hours  for  the  whole  year,  when  the  target  was  4  hours  (one 
hour  per  quarter).   Switch-related  service  interruptions  were 
kept  at  the  target  level  of  0. 

Targets  for  preventive  maintenance  were  consistently  either  met 
or  nearly  met . 

The  target  of  95%  preventive  maintenance  work  completed  in 
the  Metro  system  was  met;  93%  of  track  inspections  were 
completed  on  schedule,  whereas  the  target  is  95%. 

The  targets  of  0  accidents  and  0  injuries  on  the  cable  car  system 
attributable  to  the  propulsion  and  transport  facilities  were  met. 

General  Manager 

Scheduling  performed  admirably  in  reducing  the  pay  hour  to 
vehicle  hour  ratio,  thus  maximizing  the  utilization  of  platform 
personnel  and  making  most  effective  use  of  platform  hours  dollars 
for  on-street  service. 

Running  times  for  each  route  are  being  re-evaluated  on  a 
systematic  basis.   The  running  time  survey  findings  are  important 
because  growing  traffic  congestion  has  a  significant  impact  in 
slowing  down  the  pace  of  Muni  service.   Additional  time  has  had 
to  be  added  to  each  scheduled  run  on  those  lines  already  surveyed. 

This  means  that  to  maintain  existing  levels  of  service,  and 
not  allow  deterioration  of  service  standards,  will  require 
either  the  reduction  of  on-street  congestion  (at  least  for 
transit  vehicles  through  such  measures  as  exclusive  bus 
lanes)  or  the  addition  of  buses  to  each  line.   The  latter 
obviously  has  significant  financial  implications,  even  though 
increased  investment  in  this  case  will  not  buy  increased 
service  but  only  maintain  previously  existing  levels. 

Targets  for  achieving  uniform  passenger  loading  standards  within 
an  acceptable  range  on  on-street  vehicles  were  not  met. 
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Passenger  Service  continued  to  produce  and  distribute  quarterly- 
schedules  and  the  Muni  map.   The  widespread  public  availability 
of  this  information  has  reduced  calls  to  Muni's  Information 
Center.   The  result  is  that  the  telephone  recovery  rate  exceeded 
target  level . 

In  conclusion,  the  managers  and  employees  of  the  Municipal 
Railway  are  to  be  commended  for  their  continued  commitment  to 
improving  public  service.   In  addition  to  the  achievements  noted 
above,  notice  should  be  taken  of  the  successful  Historic  Trolley 
Festival,  operated  for  the  first  time  this  past  summer  as  part  of 
the  regular  Muni  budget.   The  Festival  continues  to  bring  great 
credit  to  Muni,  its  operators,  maintenance  crews,  and  to  your 
Commission  while  serving  an  every  growing  ridership  of  San 
Franciscans  and  visitors. 

You  are  well  aware  of  the  increasingly  limited  financial 
resources  available  to  fund  existing  Muni  service.   Any  downtown 
growth-related  service  expansion  must  be  paid  for  through  Transit 
Impact  Development  Fee  revenues,  which  we  will  not  be  able  to 
spend  until  legal  challenges  are  exhausted.   Therefore,  you  have 
given  serious  attention  to  the  potential  need  for  service 
reductions  should  that  be  necessary  to  conform  with  budget 
cutbacks.   And  you  should  proceed  with  any  service  changes  that 
are  called  for  based  on  good  management  practices. 

However,  before   any  service  is  reduced  or  eliminated  for  lack 
of  funds,  it  is  appropriate  first  to  review  the  so-called  "fixed" 
costs  in  the  Muni  budget,  as  well  as  operating  efficiency,  to  be 
sure  that  maximum  use  is  made  of  the  funds  that  are  available. 
As  your  staff  begins  now  to  prepare  its  1986-87  budget,  you  must 
begin  to  look  at  each  program  and  each  line  item  with  this  in 
mind  so  that  service  reductions  might  be  at  worst  minimal,  and  at 
best  unnecessary. 

The  Commission's  and  top  management's  continued  commitment  to  the 
MBO  process  is  very  important,  and  your  oversight,  using 
challenging  and  measurable  objectives,  is  valued. 

Sincerely  yours^ 


Dianne  Feinttem 


Mayor 

DF/A1 

cc:   Rudy  Nothenberg,  General  Manager  of  Public  Utilities 
William  G.  Stead,  General  Manager,  Municipal  Railway 
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DlANNE  FEINSTEIN 


Through  Roger  Boas,  Chief  Administrative  Officer 


Mr.  Donald  J.  Birrer,  Director 
Department  of  Public  Works 
City  Hall  ,  Room  260 
San  Francisco,  CA  94102 

Dear  Don: 


Your  department's  MBO  performance  for  Fiscal  Year  1984-85  has  been 
reviewed.  You  are  to  be  congratulated  for  maintaining  high  levels 
of  performance  in  most  areas  in  what  was  your  first  year  as 
Director  of  DPW.  Public  Works  continues  to  serve  as  an  example  to 
other  City  departments  in  terms  of  its  serious  commitment  to 
utilizing  MBO.  I  know  that  MBO  will  continue  to  be  stressed  under 
your  leadership. 

Street  Cleaning  met  or  exceeded  most  of  its  objectives. 

o    118,500  of  curb  miles  were  swept,  4,000  more  than  in  FY 
83-84.  For  FY  85-86,  your  target  was  reduced  from 
127,376  to  119,982  curb  miles  to  more  accurately  reflect 
the  number  of  curb  miles  to  be  swept.  This  refinement 
reflects  the  fact  that  previously,  a  small  portion  of  the 
previous  target  included  mileage  travelled  by  sweepers  to 
their  destinations  -  not  curb  miles  actually  being  swept 

o    Targets  were  met  for  street  flushing,  inspection  and 
service  to  trash  recepticles.  Labor  costs  for  street 
cleaning,  both  mechanical  and  manual,  fell  slightly  below 
target.  It  is  most  important  that  labor  costs  be  held 
down  in  order  to  maximize  the  amount  of  services  that  are 
delivered  to  the  public,  and  I  will  look  for  continued 
positive  performance  in  this  area. 

o    19,580  tons  of  debris  were  removed  from  City  streets, 
indicating  a  continued  proliferation  of  litter  in  the 
Ci  ty.  A  Mayor's  task  force  called  San  Francisco  ALIVE 
has  been  organized  to  help  fight  the  litter  problem  ana 
reduce  the  litter  tonnage.  Your  cooperation  in  working 
closely  with  the  group  will  be  most  appreciated. 

o    Environmental  Control  Officers  made  slightly  over  6, CC0 
contacts  with  the  public,  dose  to  the  6,300  target. 
However,  during  the  course  of  the  year,  the  unit  was 
issuing  less  than  1.5  citations  per  person  day  and 
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approximately  tlie  same  number  of  warnings  -  not  nearly  enough 
to  get  the  job  done.  As  such,  I  have  asked  Mr.  Boas  to  allow 
OPW  to  take  over  supervision  of  the  unit  from  the  Police 
Department,  and  am  pleased  to  note  his  acceptance.  With 
improved  enforcement,  we  will  be  In  far  better  position  to 
combat  the  very  serious  problem  of  litter. 

The  Urban  Forestry  Program  exceeded  most  targets. 

o    You  were  right  on  target  by  pruning  9,500  regular  street 
trees  -  approximately  half  the  total  number  of  trees  for 
which  you  are  responsible.  A  two  year  pruning  cycle  is 
desireable,  and  I  am  hopeful  that  you  will  continue  to 
have  success  in  this  area. 

o    Targets  were  met  for  gardening  of  landscaped  areas, 
pruning  of  large  trees,  and  mowing  of  lawns. 

Street  Repair  met  most  of  its  targets,  but  response  time  to  fill 
potholes  was  up  sharply.  Slurry  sealing  was  below  target. 

o    You  exceeded  your  goal  of  resurfacing  105  lane  miles  of 
street  (118  miles  were  actually  resurfaced). 

o    The  number  of  potholes  filled  was  20,724,  above  your 
target  of  18,000.   This  may  explain  why  your  response 
time  to  fill  potholes  was  1.6  days  on  average,  above  your 
target  of  1.0  days  and  above  last  year's  response  time  of 
1.3  days.   I  am  hopeful  that  with  our  upcoming  renewed 
effort  in  capital  maintenance  of  streets  as  a  result  of 
SB  300,  the  numoer  of  potholes  will  be  reduced. 

0    60  lane  miles  of  street  were  slurry  sealed;  above  last 
year's  actual  result  of  49  miles,  but  well  below  the  85 
lane  miles  target.   Improved  performance  in  slurry 
sealing  is  essential  since  this  is  an  extremely  cost 
effective  process  and  is  most  beneficial  to  the  condition 
of  our  streets . 

Sewer  Repair  performed  extremely  well. 

o    Targets  for  sewer  repairs  were  generally  met  or  exceeded. 

0    Cleaning  of  sewers  was  about  307.  above  target. 

0    Flooded  catchbasins  were  responded  to  within  8  hours  over 
977.  of  the  time.   Recognizing  that  precipitation  was 
below  normal  last  year,  you  need  not  raise  your  target 
above  the  current  80%  figure. 
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Despite  the  shutdown  of  the  North  Point  Pumping  Station, 
Wastewater  Treatment  was  again  successful  In  minimizing  pollution. 

o    100X  compliance  was  achieved  for  settleable  solids 

standards  and  chlorine  residual  standards.  You  met  the 
goal  of  using  not  more  than  13.6  labor  hours  for 
treatment  of  each  1  million  gallons  of  sewage,  and  your 
target  for  chemical  costs  was  actually  27X  less  than  you 
anticipated.  Your  usage  of  electricity  was,  however,  TL 
above  target. 

The  Clean  Water  Program,  expanding  its  MBO  program,  did  an 
excellent  job  of  meeting  newly  stated  objectives. 

0    Goals  for  contracting  with  minority  and  women-owned 

businesses  were  met  or  exceeded.  Clean  Water,  a  contract 
intensive  operation,  has  been  extremely  cooperative  in 
this  area. 

0    Over  95%  of  citizen  complaints  and  inquiries  received 

responses . 

0    You  met  your  goal  for  completing  the  design  of 

grant-funded  projects.  You  responded  to  30  out  of  34 
State  Water  Quality  Board  Cease  and  Desist  Orders  on 

schedule . 

Given  the  recent  approval  of  a  $55  million  supplemental  for 
improvements  in  the  Southeastern  portion  of  the  City,  it  would  be 
helpful  if  as  part  of  your  MBO,  you  would  set  specific  goals  for 
projects  to  be  funded  with  that  money. 

BBI  met  or  came  close  to  meeting  most  of  its  key  targets  in  Permit 
Processing,  Construction  Inspection,  and  Code  Enforcement. 

o    787.  of  submitted  plans  were  checked  within  18  calendar 
days,  just  slightly  below  the  807.  target.  Since  this  is 
an  extremely  important  public  function,  please  work  extra 
hard  in  this  area,  and  try  for  857.  this  year. 

0  827.  of  new  building  job  permits  were  completely  processed 
within  35  calendar  days,  again  just  slighty  below  the  857. 
target. 

o    11.5  in-progress  inspections  were  completed  per 

person/day,  slightly  above  the  target  of  11  inspections. 

o  1,069  complete  inspections  were  carried  out  on  multi-unit 
structures,  above  the  target  of  1,000.  Good  work! 
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o    Your  rate  of  routine  inspections  made  on  multi-unit 
structures  was  1.09  per  person/day.  considerably  in 
excess  of  the  .66  per  person/day  target.  Your  efforts  in 
this  important  area  are  appreciated;  please  increase  this 
productivity  target  to  1.0  to  reflect  your  actual 
performance. 

Finally,  it  is  encouraging  that  the  code  enforcement  pilot  project 
you  are  conducting  in  conjunction  with  the  Department  of  City 
Planning  is  running  smoothly.  This  is  an  area  where  we  need  to 
come  up  with  innovative  ways  to  best  use  existing  personnel  in 
both  departments . 

Building  Repair  continued  to  effectively  repair  and  maintain  our 
bui ldlngs  and  offices . 

o    Your  actual  labor  cost  for  building  watch  hours  was 

$27.60,  above  your  established  target  of  $25,57.  Please 
try  to  keep  these  costs  down. 

0    It  is  very  encouraging  to  note  that  the  need  for  rework 
following  building  repair  jobs  was  required  only  .31   of 
the  time  -  very  impressive,  and  well  below  the  already 
low  target  of  .97.. 

o    Thank  you  for  working  to  improve  productivity  in 

janitorial  services.  Less  than  one  third  janitorial 
labor  hours  were  required  per  1,000  foot  surface  area, 
below  your  target  of  .35  labor  hours  for  that  amount  of 
space . 

Street  Use  Control  performed  well  in  FY  84-85,  increasing  the 
City's  ability  to  reduce  the  number  of  legal  claims  against  the 
City. 

o    997.  of  submitted  claims  were  investigated  within  30  days. 

o    8,635  actions  were  initiated  to  cause  street/sidewalk 
locations  to  meet  code,  well  above  your  target  of  5,000 
such  actions.  I  realize  that  you  may  not  be  able  to 
maintain  this  level  of  service,  but  would  appreciate  if 
you  would  raise  your  target  to  6,000. 

Once  again,  you  achieved  your  objectives  for  engineering  services, 
but  capital  projects  design  remains  a  problem. 

0    You  met  your  857.  target  for  completing  Recreation  &  Park 
engineering  studies  with  10  days.  Also,  all  other 
engineering  studies  were  responded  to  within  10  days  at 
the  level  of  almost  997..  You  have  agreed  to  shift  this 
target  up  from  757.  to  807.. 
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o    One  area  of  concern  to  me  is  the  problem  of  completing 
design  work,  for  capital  projects  In  a  timely  manner. 
Only  60X  were  done  on  schedule  -  slightly  up  from  571  In 
the  previous  year,  but  still  well  below  your  current 
target  of  75%.  As  you  are  aware,  the  Utilities 
Engineering  Bureau  of  the  Public  Utilities  Commission  is 
developing  a  sophisticated  project  management  system; 
please  work  with  the  P.U.C.  to  Implement  this  technology 
in  your  department. 

Finally,  please  take  special  note  of  these  additional  projects: 

San  Franci  sco  Al i ve  -  As  you  know,  I've  asked  former  DPW 
Director  Jeff  Lee  to  head  a  revitalized  organzination 
dedicated  to  keeping  San  Francisco  beautiful.  Please  assist 
Jeff  in  whatever  way  you  can  to  achive  this  goal. 

Hal  1 idie  Plaza  -  Once  again,  thank  you  for  your  response  to 
the  problems  in  the  area  of  Market  and  Powell  Streets.  We 
will  continually  be  looking  for  ways  to  improve  this  most 
important  section  of  San  Francisco,  and  I  wi 1 1  look  forward  to 
your  continued  cooperation  and  innovation. 

Citywide  Telephone  System  -  It  is  pleasing  to  see  that  a 
number  of  City  departments  already  have  benefited  from  the 
installation  of  new  telephone  systems.  The  new  system  will 
provide  for  far  greater  efficiency  and  flexibilty  than  the  one 
it  replaces.  Please  keep  me  informed  of  your  progress  as  you 
continue  to  implement  this  project  in  the  various  departments. 

Seismic  Survey  -  The  results  of  your  survey  of  unreinforced 
masonry  buildings  in  San  Francisco  is  anxiously  awaited.  Once 
the  results  are  known,  we  can  work  together  with  the  Board  of 
Supervisors,  City  Attorney  and  concerned  citizens  to  develop 
legislation  to  effectively  provide  earthquake  safety  to  San 
Franci  scans . 

-  Streetways  Improvements  -  Street  improvements  have  been 

bolstered  with  the  passage  of  SB  300,  which  will  provide  $9.6 
million  to  the  City  over  the  next  two  years  for  street 
renovation  and  with  a  recent  supplemental  for  an  additional 
$1.1  million  for  streetways  projects  outside  the  scope  of  SB 
300.  Please  keep  me  informed  on  your  progress  with  regard  to 
these  critical  infrastructure  packages. 

Graff i ti  -  Thank  you  for  bringing  together  a  task  force  of 
City  department  heads  to  find  solutions  to  the  problem  of 
graff i  ti . 
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Once  again,  let  ir  cono,  st'jUte  you  on  youi  department's  continued 
improvement  In  mc/ting  Its  MBO  goals.  I  appreciate  the  emphasis 
that  DPH  h&s  placed  on  the-program,  and  look,  forward  to  working 
with  you  to  continue  developing  its  effectiveness. 


/ 


.Sincerely  yours, 


XJlki^A^^)L-' 


DF/JW 
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DlANNE   FEINSTEIN 


Marvin  Gei  stl inger 

Director,  City  Purchasing  Department 

City  Hall ,  Room  270 

THROUGH:  Mr.  Roger  Boas,  Chief  Administrative  Officer 

Dear  Mr.  Gei  stl inger: 

I  was  most  happy  to  welcome  you  to  the  City's  management  team  upon  your 
appointment  as  San  Francisco's  new  Director  of  Purchasing.  There  have 
been  serious  problems  in  the  purchasing  department  and  I  look  forward  to 
working  with  you  in  addressing  and  finding  solutions  to  these  problems. 
This  letter  will  relay  my  concerns  as  part  of  my  annual  review  of  prior 
fiscal  year  performance  through  our  Management-By-Objectives  (MBO) 
program. 

During  the  past  several  years,  performance  in  the  Purchasing  Department 
has  not  been  good.  MBO  performance  targets  and  objectives  have,  for  the 
most  part,  not  been  achieved.  There  have  been  numerous  complaints  about 
the  service  provided,  both  from  vendors  and  from  user  departments. 
There  has  been  an  awareness  that  this  department  has  been  operating 
under  archaic  procedures  and  techniques  and  that  a  modernization  program 
i  s  badly  needed. 

After  reviewing  the  Purchaser's  Management-by-Objecti ves  report  for 
Fiscal  Year  84-85,  it  appears  that  there  has  not  been  significant 
improvement  in  the  department.  In  fact,  only  recently  have  there  been 
indications  that  the  needed  modernization  is  taking  place. 

This  lack  of  significant  progress  is  particularly  distressing  as,  more 
than  two  years  ago,  $200,000  was  appropriated  specifically  for  a 
modernization  program  based  on  recommendations  stemming  from  a  review  by 
the  Mayor's  Fiscal  Advisory  Committee  and  a  study  made  by  Edgar,  Dunn 
and  Company.  Since  that  time  the  funding  for  this  program  has  been 
increased  and  is  now  approximately  $400,000. 

The  modernization  program  consisted  of  two  main  elements — a  materials 
management  system  and  a  bulk  purchasing  system.  The  Mayor's  office  has 
continually  sought  status  and  progress  reports  on  this  program  without 
much  success.  There  seems  to  be  very  little  movement  in  this  program 
and  the  only  apparent  result  thus  far  is  the  bulk  purchasing  of  some 
stationery  supplies  (I  understand  that  this  pilot  bulk  purchasing 
program  has  met  with  some  success). 
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Furthermore,  a  management  audit  of  the  Buying  Division,  just  released  by 
the  Controller's  audit  division,  Indicates  that  there  are  additional 
serious  problems  In  the  department.  These  glaring  deficiencies  have 
been  indicated: 

There  Is  not  an  adequate  information  system  for  tracking  and 
monitoring  the  large  volume  of  requisitions,  bids,  and  purchases 
processed  each  year. 

Delays  exist  in  the  processing  of  purchase  orders,  term  purchase 
agreements,  and  Invoice  payments. 

In  many  areas  there  are  no  Internal  procedural  manuals  or  written 
policies  and  procedures  pertaining  to  department  functions. 

It  is  encouraging  that  you  are  already  in  the  process  of  formulating 
plans  to  address  both  the  recommendations  of  the  Edgar,  Dunn  and  Company 
study  and  the  shortcomings  pointed  out  by  the  Controller's  management 
audit.  Also,  review  of  the  MBO  performance  data  for  FY  84-85  indicates 
that  some  progress  is  being  made  as  11  of  the  14  performance  targets 
were  met. 

In  the  Buying  Division  a  number  of  the  performance  objectives  were 
achieved  and  improvements  were  indicated  in  a  number  of  the  performance 
areas .   For  example: 

Once  again  operating  costs  in  this  division  were  held  to  1/2  X  of 
total  purchases,  as  targeted.  Total  purchases  were  $254  million 
while  operating  costs  were  $1.29  million. 

The  Division  has  reduced  the  cost  and  processing  time  for  ordering 
routine  office  supplies  through  a  direct  order  entry  system  which 
guarantees  the  timely  delivery  of  supplies  at  discounted  prices. 
Consequently,  the  department  met  its  goal  of  buying  907o  of  commonly 
purchased  items  at  or  less  than  the  unit  cost  paid  by  other 
jurisdictions.  This  was  a  welcome  advance  from  the  807.  so  purchased 
in  the  previous  year. 

More  than  $625,000  was  earned  from  the  sale  of  surplus  city 
property,  exceeding  the  target  of  $500,000  by  251.  This  was, 
nevertheless,  only  a  small  improvement  from  the  $591,000  of  the 
prior  year.   I  urge  you  to  consider  new  procedures  and  techniques  to 
increase  this  revenue  by  a  significant  amount  and  cut  expenses  at 
the  same  time.  I  ask  that  yuou  explore  the  possibility  of 
conducting  periodic  auctions  rather  than  providing,  as  you  do  now,  a 
continuous  sales  site  staffed  during  normal  business  hours. 
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Average  processing  time  for  personal  service  contracts  was  4.75 
days,  bettering  the  target  of  5  days.  Thus,  there  has  been  steady 
improvement  from  11  days  in  1982-83  to  7  days  In  1983-84  and  now 
4.75  days  last  year. 

This  division  prepared  and  delivered  to  all  City  departments  a  new 
user  manual  that  details  procedures  for  ordering  goods  and  services. 

There  was  also  improvement  in  the  automotive  shops: 

For  the  first  time,  the  department  was  able  to  meet  its  goal  of 
keeping  951  of  emergency  vehicles  available  for  use  at  all  times. 

Performance  was  not  quite  as  successful  for  general  purpose 
vehicles,  as  only  94.31  were  available  compared  to  the  target  of 
95X.  This  is,  however,  an  improvement  over  the  93.61  of  the 
previous  year.  Performance  should  improve  as  Central  Shops  is 
developing  a  new  criteria  for  preventive  maintenance  programs.  The 
focus  on  a  shortened  interval  between  scheduled  maintenances  will 
reduce  lengthy  repair  times  and  increase  vehicle  availability. 

Implementation  of  the  new  Minority,  Women,  Local  Business  Enterprise 
(MBE/HBE/LBE)  Ordinance  was  very  effective  and  the  first  year  of  this 
program  can  be  considered  a  success: 

According  to  the  data  which  the  current  system  is  able  to  track, 
total  MBE  and  WBE  purchases  have  increased  from  2.81  to  14%  of  all 
purchases . 

The  Directory  of  Minority  and  Women  Vendors  now  contains  the  names 
of  over  1200  minority  and  women  owned  businesses.   This  is  more  than 
double  the  target  of  500  names. 

New  policies  and  procedures  have  been  developed  such  that  the 
soliciting  of  bids  from  and  otherwise  working  with  MBE's  have  become 
part  of  the  regular  procedures  of  the  department. 

Some  computerization  of  the  program  is  now  taking  place  which  will 
aid  in  data  gathering  and  reporting,  maintenance  of  the  vendor 
directory,  and  other  responsibilities. 

Thank  you  for  you  earnest  attention  to  the  Minority  Business  Program  and 
congratulations  on  its  successful  implementation. 

Progress  was  shown  in  both  the  Central  Reproduction  Bureau  and  the  new 
central  mail  facility: 

Printing  projects  were  completed  by  Central  Reproduction  within  3 
days  as  targeted.   In  1983-84,  the  bureau  was  able  to  complete  only 
707.  wi  thi  n  4  days . 
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MBO  performance  targets  were  achieved  In  the  Central  Mall  facility. 
These  targets  pertained  to  the  efforts  In  processing  U.S.  Mall  going 
Into  or  out  of  City  Departments.  Currently,  only  City  Hall  mall  and 
large  mailings  from  certain  outside  departments  Is  being  handled 
centrally.  Interdepartmental  mall  service  commenced  for  City  Hall 
departments  on  August  1,  1985  and  performance  Information  Is  not  yet 
aval  1  at)  1  e  . 

This  performance  In  the  centralized  mall  and  reproduction  programs  has 
been  laudable.  Nevertheless,  I  see  two  major  policy  Issues  concerning 
the  delivery  of  these  services.  Centralized  processing  of  mall,  both 
interdepartmental  and  U.S.  mall,  provides  a  more  efficient  operation  and 
does  provide  cost  savings.  At  this  time,  however,  only  the  U.S.  mall 
from  City  Hall  departments,  and  selected  large  mailings  from  outside 
departments,  is  handled  centrally.  Interdepartmental  mail  service  is 
provided  only  to  City  Hall  departments.   Expansion  of  these  services, 
including  a  courier  service,  will  require  additional  staff  In  the 
purchasing  department.  However,  staff  might  be  made  available  by  the 
elimination  or  reduction  of  this  function  in  user  departments. 

Similarly,  there  is  a  question  as  to  whether  the  City  should  pursue  a 
policy  of  centralizing  its  reproduction  facilities.  As  you  are  aware, 
facilities  are  located  in  seven  other  departments  including  those  at 
Muni,  Social  Services,  Department  of  Health,  and  Civil  Service. 
Consolidation  of  these  operations  might  result  in  cost  savings  to  the 
City. 

I  request  that  the  Purchaser  and  the  CAO  review  the  issues  involved 
in  the  further  centralization  of  the  mail  and  reproduction 
facilities  in  order  to  provide  recommendations  to  me.  My  office 
will  then  work  with  you  to  facilitate  the  implementation  of  any 
agreed  upon  course  of  action  and  obtain  the  cooperation  of  other 
City  departments . 

Although  there  have  been  some  accomplishments,  major  efforts  are  still 
needed  in  the  Purchasing  Department  in  order  to  first  bring  overall 
performance  up  to  an  acceptable  standard  and  then  to  modernize  the 
processes  and  procedures  in  the  department.  The  recommendations  of  the 
Consultant's  study  are  still  appropriate  and  in  fact  became  the  basis 
for  the  supplemental  appropriation.   It  is  imperative  that  progress  be 
made  in  this  program. 

I  would  like  to  see  by  January  31,  a  plan  of  action  and  a  timetable 
for  the  materials  management  and  bulk  purchasing  systems. 
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A  major  finding  of  the  Controller's  management  audit  Is  that  the 
Purchasing  Department's  manual  system  for  all  operations  Is  antiquated 
and  the  source  of  many  problems  and  Inefficiencies.  The  automation  of 
your  workflow  and  Information  system  needs  to  be  addressed.  It  Is 
believed  that  an  annual  net  savings  of  $4  to  $5  million  could  be  derived 
from  such  benefits  as  increased  efficiency  of  buyer  staff  time.  Improved 
tlmllness  of  transactions,  and  improved  long-term  procurement  practices. 

Implementation  of  such  a  system  requires  very  close  cooperation 
between  the  Purchasing  Department  and  the  Controller's  Office.  I 
offer  the  assistance  of  my  office  to  facilitate  joint  discussions 
and  cooperative  efforts  between  these  two  departments  and  any  other 
city  agencies  which  may  be  involved. 

My  review  of  the  MBO  data  and  the  Controller's  audit  suggests  that  there 
are  a  number  of  improvements  which  you  should  immediately  begin  to 
address.   I  urge  you  to: 

*  Perform  a  cost/benefit  analysis  to  determine  if  increasing  the 
$500  limit  for  non-  competitive  purchases  would  reduce  the 
workload  and  maximize  the  procurement  effort  for  more  costly  goods 
and  services.  The  Administrative  Code  stipulates  that  all 
purchases  over  $5,000  must  be  procured  through  the  bid  process. 
However,  internal  policies  of  the  purchasing  department  dictate 
that  most  purchases  over  $500  be  competitively  bid. 

*  Modify  procedures  for  ensuring  that  purchase  requisitions  are 
complete  and  acceptable  to  buyers.  Policies,  procedures,  and 
practices  for  questioning  requisitions  with  unduly  restrictive 
specifications  should  be  strengthened  and  uniformly  enforced. 

*  Update  all  User  Manuals  and  conduct  user  training  workshops. 

*  Prepare  an  action  plan  to  reduce  the  number  of  days  taken  to 
encumber  funds. 

*  Properly  document  all  internal  procedures.  A  new  manual  for  the 
Accounts  Payable  section  should  be  prepared. 

*  Consider  the  establishment  of  buyer  teams  on  the  basis  of  major 
supply  and  service  groupings.   This  organization  would  ensure  that 
all  work  is  reviewed,  even  during  the  absence  of  key  individuals, 
and  provide  cross-training  for  professional  and  clerical  staff. 

MBO  performance  objectives  and  measures  must  be  established  in  the  areas 
discussed  above.   Furthermore,  some  of  the  current  measures  are  not  true 
indications  of  the  effectiveness  and  efficiency  of  the  department's 
activities  and  more  significant  and  relevant  measures  need  to  be  devised. 
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Please  accept  the  assistance  of  my  office  in  Incorporating  procedural 
and  policy  changes  Into  the  MBO  system  and  developing  revised  and 
updated  performance  objectives  and  measures.  My  staff  will  also  be 
pleased  to  play  a  role  in  facilitating  joint  discussions  and  cooperative 
efforts  with  the  Controller's  office  In  implementing  recommendations 
which  concern  both  departments. 

I  would  like  to  take  this  opportunity  to  express  my  appreciation  for  the 
leadership  role  which  you  have  assumed  in  addressing  the  City's  toxic 
waste  program.  This  is  an  extremely  Important  and  very  complicated 
issue  facing  the  City.  Your  professional  guidance  and  expertise  will  be 
important  to  finding  the  solutions. 

In  the  same  vein,  I  look  forward  to  an  era  of  progress  and  modernization 
In  the  Purchasing  Department  under  your  leadership.  I  anticipate  seeing 
significant  progress  when  the  1985-86  performance  data  is  reviewed. 


el y  yours 


Diaj^Wftkehr    ' 
Mayor 

TJF/DR 
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Through  Roger  Boas 


Wallace  Wortman,  Director  of  Property 

Department  of  Real  Estate 

25  Van  Ness  Avenue 

San  Frapicisco,  CA  94102 

Dear  Hal ly: 

Your  MBO  results  for  fiscal  year  1984-85  have  been  reviewed.  The  analysis 
reveals  that  once  again,  your  department  responded  well  to  the  demands  for 
services  placed  on  it  by  other  City  departments.  However,  most  of  the 
data  reported  is  only  of  statistical  value,  and  unlike  almost  all  other 
City  departments,  is  not  performance  related.  Rather  than  going  over  the 
raw  data,  the  following  is  a  review  of  only  those  objectives  in  your 
current  program  which  are  performance  measures,  along  with  specific 
requests  for  the  inclusion  in  your  MBO  program  of  additional  targeted 
performance  measures,  to  be  implemented  by  the  beginning  the  3rd  quarter 
of  the  current  fiscal  year. 

You  met  your  target  of  two  weeks  average  time  for  preparation  of 
legislation  for  submission  to  the  Board  of  Supervisors.  The  exact  meaning 
of  this  measure  bears  clarification.  The  targeted  time  period  should  be 
defined  as  beginning  when  all  pertinent  documents  (eg.  lease  agreements) 
are  received  in-house.  Based  on  this  definition,  I  believe  that  five 
working  days  would  be  a  more  realistic  (and  slightly  more  ambitious) 
target. 

The  goal  of  having  zero  formal  complaints  filed  against  the  department  was 
achieved.   In  the  future,  "formal"  complaints  should  be  defined  as  those 
compaints  received  in  writing  from  a  City  department  head  or  elected 
official.  Please  add  an  additional  objective  to  measure  your  response 
time  to  regular  inquiries  and  letters  from  departments  or  residents  which 
do  not  meet  the  "formal  complaint"  category.   I  suggest  that  three  days  be 
set  as  the  target  for  responding  to  this  set  of  letters. 

A  new  measure  should  be  created  to  effectively  measure  performance  with 
regard  to  completion  of  regular  assignments  (appraisals,  leases,  sales, 
etc. ) .  You  report  that  100X  of  appraisals  and  agreements  were  completed 
at  or  below  cost.  However,  given  the  work-order  nature  of  your  budget, 
the  measure  does  not  really  work  to  indicate  performance  (since  most  jobs 
are  not  costed  out  on  an  individual  basis).  You  do,  however,  estimate  the 
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time  required  to  complete  each  job,  and  therefore,  It  would,  in  my 
opinion,  make  sense  to  measure  timely  completion  of  assignments.  Please 
work,  with  your  budget  analyst  to  arrive  at  an  appropriate  measure  to 
accompl i  sh  thl s. 

I  am  pleased  to  learn  that  for  the  current  year,  you  already  have  added  a 
measure  designed  to  control  delinquency  rate  on  City  (Incoming)  rents,  as 
well  as  another  measure  which  will  serve  to  limit  annual  billing  increases 
to  City  departments  at  a  rate  tied  to  salary  standardization.  Your 
efforts  to  hold  down  costs  are  most  appreciated. 

In  order  to  allow  your  staff  to  focus  its  efforts  on  these  new  performance 
measures,  it  no  longer  will  be  required  for  your  department  to  include, 
within  its  MBO  reports,  those  items  which  are  "for  information  only".  This 
does  not  mean  the  data  is  not  useful,  and  I  am  aware  that  you  will 
continue  to  include  it  in  your  annual  report  to  the  Chief  Administrative 
Officer. 

Wally,  I  wish  to  thank  you  once  again  for  your  help  on  a  number  of 
important  City  projects,  which  in  FY  84-85  included  the  successful 
acquisition  of  Poltechnic  High  School,  and  for  your  work  on  the  continuing 
effort  to  build  a  downtown  baseball  stadium.  The  Department  of  Real 
Estate  has,  under  your  leadership,  always  been  responsive  to  me,  and  I 
will  appreciate  your  efforts  in  working  with  my  staff  to  refine  your  MBO 
program. 

"erely  yours , 


Dj4nnel7eratein    * 

Mayor 

DF/JW 
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Office  of  the  MAYOR 

SAN     FRANCISCO 


December   16,    1985 


DlANNE   FEINSTEI 


Mr.  Eugene  Friend,  President 

and  Members 
Recreation  and  Park  Commission 
McLaren  Lodge,  Golden  Gate  Park 
San  Francisco,  California  94117 

Dear  Commissioners: 


I  have  reviewed  the  Department's  annual  Management-by-Objectives  (MBO) 
report  for  the  1984-85  fiscal  year.  Once  again  you  can  take  pride  In 
the  performance  of  the  department.   In  most  programs  MBO  objectives  were 
achieved  and  performance  targets  met  or  surpassed. 

Last  year,  in  my  annual  performance  letter,  I  specifically  asked  that 
individual  commissioners  "adopt"  particular  neighborhood  parks  and 
monitor  their  performance.   I  have  received  your  reports  and  again  thank 
you  for  your  conscientious  response.   In  my  opinion,  the  condition  of 
the  parks  and  squares  reflects  your  vigilance.   I  believe  that  they  are 
better  than  ever. 

Before  going  into  a  program-by-program  review,  let  me  share  with  you  a 
few  general  impressions.  Golden  Gate  Park  is  in  very  good  condition.  A 
number  of  areas  of  the  park  have  been  renovated  and  rehabilitated  and 
the  rest  of  the  park  has  been  well-maintained.  The  maintenance  level  of 
most  neighborhood  parks  has  also  significantly  improved,  and  the  number 
of  decorative  plantings  which  have  been  completed  has  certainly  added 
substantially  to  the  appearance  of  these  parks.   I  am  certain  that  you 
are  aware  of  my  feelings  regarding  the  importance  of  open  spaces,  green 
belts,  and  well-maintained  parks  to  the  mental  health  of  our  citizens 
and  to  the  image  that  we  present  to  our  visitors. 

Review  of  the  MBO  data  confirms  these  observations.  Also  revealed  are 
successes  in  other  programs.  Attendance  continues  to  grow  at  the  zoo  as 
new  exhibits  are  added.  The  golf  program  remains  self-supporting.  The 
administrative  and  business  offices  have  brought  new  automated  programs 
on  line  and  the  business  office  appears  now  to  be  improving  and 
addressing  a  number  of  problems  identified  in  prior  years. 

The  Recreation  Program  remains  the  main  area  of  concern  with  the 
department.   For  the  past  several  years,  the  department  has  been  asked 
(as  part  of  the  MBO  process)  to  assess  the  relevance  and  appropriateness 
of  the  recreation  services  provided  and  their  impact  on  the  community. 
This  review  takes  on  additional  importance  as  the  program  cannot  be 
continually  expanded  due  to  the  increasing  scarcity  of  resources,  and  as 
the  demographics  of  the  city  change.  As  a  demand  for  new  programs  is 
shown,  then  retrenchments  must  occur  in  existing,  little-used  programs. 
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Specifically,  the  department  was  asked  to  address  the  mix  of 
recreational  services  at  each  location,  assess  their  relevance,  and  to 
submit  a  report  to  me  by  January  15,  1985.  The  Commission  was  also 
asked  to  analyze  usage  statistics  and  user  surveys  to  find  areas  In 
which  programs  are  no  longer  In  demand  or  where  new  programs  are 
requested.  The  department  Indicated  that  It  would  address  this  Issue 
Initially  by  the  use  of  surveys,  both  user  and  non-user  oriented.  These 
surveys  were  targeted  to  be  completed  during  the  1984-85  fiscal  year. 
Unfortunately,  due  to  a  series  of  delays  this  did  not  happen. 

I  am  dismayed  that  this  evaluation  has  still  not  taken  place  and  no 
reports  have  been  received.  However,  there  are  now  Indications  that 
this  much  hoped  for  analysis  of  the  program  will  take  place  during  the 
current  fiscal  year.  It  does  appear  that  significant  progress  has  been 
made  in  the  past  several  months.  The  surveys  have  been  designed  and  are 
ready  and  your  staff  has  consulted  with  professors  at  the  University  of 
California  at  both  Berkeley  and  Davis.  Great  care  was  taken  in 
designing  a  professional  tool  that  will  provide  useful  information. 

The  user  surveys  will  be  distributed  at  the  department's  various 
facilities  and  programs.  The  non-user  surveys  will  be  processed  by  an 
outside  firm.  These  surveys  will  be  sent  out  via  a  random  mailing  table 
and  the  results  will  be  coded  by  zipcode  in  order  that  the  results  can 
be  tied  to  neighborhoods. 

Another  step  in  the  right  direction  is  the  committee  which  the 
department  has  instituted  to  review  the  programs  of  individual 
playgrounds.  The  supervisors  of  the  special  event  activities  (e.g. 
drama,  dance,  music)  come  to  the  site  to  discuss  the  programs  which  are 
available  with  the  playground  staff  and  then  with  the  community.  The 
mix  of  programs  offered  can  then  be  changed. 

Furthermore,  it  is  very  gratifying  that  the  Recreation  Committee  of  your 
Commission  has  begun  holding  meetings  and  public  hearings  in  various 
communities  of  the  city.  I  am  aware  that  they  have  met  at  Crocker- 
Amazon,  the  Mission,  and  Oceanview,  and  that  the  January  meeting  will  be 
in  the  Sunset. 

These  meetings  have  been  very  successful.  The  Oceanview  meeting,  for 
example,  generated  a  second  community  meeting,  which  I  attended,  to 
discuss  the  recreation  program,  drugs,  and  other  city  services.  It  has 
even  resulted  in  a  community  Christmas  party.  Moreover,  a  continuing 
Oceanview  Community  Advisory  Committee  was  established.  The  Recreation 
and  Park  Department  was  a  catalyst  for  all  of  this  activity.  This  is 
exactly  the  kind  of  role  that  I  beleive  your  commission  is  in  a  position 
to  play  throughout  the  city  and  I  hope  that  this  pattern  can  be  repeated 
in  other  neighborhoods. 
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The  management  of  this  Division  has  also  been  meeting  with  the 
administrators  of  the  U.  C.  Medical  Center  In  conjunction  with  the 
planning  for  the  Kezar  site.  U.  C.  has  conducted  a  survey  of  the 
Halght-Ashbury  and  the  area  surrounding  the  Medical  Center  In  order  to 
determine  what  recreational  activities  were  needed  and  desired  1n  the 
area.  U.  C.  has  also  Indicated  the  possibility  of  financial  support  for 
this  center. 

I  would  now  like  to  share  with  you  my  comments  about  the  1984-85  MBO 
performance  in  each  of  your  programs. 

RECREATION  PROGRAM 

It  is  gratifying  that  the  management  of  this  program,  1n  a  continuing 
effort  to  better  serve  its  clientele,  is  taking  steps  to  improve  weekend 
communications.  The  headquarters  for  the  officer  of  the  day  will  be 
moved  from  McLaren  Lodge  to  2450  Harrison,  where  the  department  provides 
programs  seven  days  a  week.  Field  staff,  particularly  on  the  weekends, 
will  be  equipped  with  beepers.   This  should  ensure  that  any  problems  or 
complaints  are  dealt  with  in  a  timely  fashion. 

Most  of  the  MBO  performance  targets  in  this  division  were  achieved  or 
surpassed.  Staff  can  be  proud  of  the  following  results: 

Training  and  testing  programs  were  provided  for  all  full-time  and 
part-time  aquatic  staff.  Sessions  included  life-saving,  first  aid, 
and  CPR  certification. 

In  the  athletic  program,  the  number  of  hours  supervisory  personnel 
spent  in  direct  field  supervision  was  increased  from  2000  hours  to 
2308  hours,  as  targeted.   This  can  only  increase  the  quality  of  the 
program  provided. 

The  goal  of  increasing  community  awareness  of  the  aquatic  programs 
by  providing  300  hours  of  direct  community  contact  was  exceeded  with 
the  provision  of  307  hours.   It  is  paying  off  as  increased  public 
awareness  has  been  evidenced  by  regular  daytime  use  of  the  indoor 
pools,  and  an  increased  variety  of  structured  activities,  and  longer 
hours  of  operation  to  meet  the  demand. 

Practically  all  attendance/participation  targets,  as  well  as  those 
relating  to  the  number  of  activities  offered,  were  exceeded.  This 
performance  appears  to  indicate  that  information  about  the 
department's  programs  is  being  better  disseminated  and  that  there  is 
general  satisfaction  with  the  programs  which  are  provided. 

169,000  athletic  field  reservations  serving  984,000 
participants  were  issued,  exceeding  the  target  of  100,000 
permits  and  900,000  participants. 
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*  Community  Services  provided  66,000  structured  events  for  almost 
1,200,000  participants,  surpassing  the  targets  of  58,000  events 
for  1 ,000,000  people. 

*  In  the  Cultural  Activity  program,  there  were  15,600  structured 
classes  with  214,000  attendees,  whereas  the  objective  had  been 
11,500  events  with  181,000  participants. 

Attendance  at  both  day  camps  well  exceeded  objectives  and 
demand  has  been  greater  than  the  department  can  accomodate. 
Weekly  averages  at  Silver  Tree  and  Pine  Lake  were  200  and  120 
respectively,  compared  to  targets  of  180  and  90. 

As  another  indication  of  user  satisfaction,  average  class  size 
ranged  from  19  to  23  over  the  last  three  quarters,  exceeding  the 
targe  of  17.  No  classes  had  to  be  cancelled  due  to  low  enrollment. 

All  recreation  centers  and  full-time  units  were  open  to  the  public 
as  scheduled  (7  days,  5  nights).  Additionally,  operational  hours  at 
Class  B  (part-time)  units  exeeded  the  target  of  33,502  hours  as 
37,230  hours  were  actually  provided. 

PARK  MAINTENANCE  DIVISION 

Most  of  the  performance  objectives  in  this  division  were  met.   Emphasis 
in  Fy  84-85  was  on  neighborhood  parks  and  squares  in  order  to  bring  to 
these  facilities  the  same  standard  of  excellence  which  has  been  present 
in  Golden  Gate  Park  for  the  past  several  years.  This  effort  was 
successful,  with  very  minor  exceptions,  even  though  more  neighborhood 
parks  are  being  put  into  operation  as  a  result  of  Open  Space  purchases 
and  renovations . 

Important  achievements  included: 

690  acres  of  Golden  Gate  Park  were  maintained  at  an  acceptable 
level ,  as  targeted. 

As  programmed,  more  than  20,000  naturalized  spring  flowering  bulbs 
were  planted  in  Golden  Gate  Park,  right  on  target. 

28,000  spring  flowering  bulbs  were  planted  in  neighborhood  parks  and 
squares,  exceeding  the  target  of  25,000. 

25  sites  in  Golden  Gate  Park  were  renovated,  meeting  the  performance 
target.  These  sites  contained  only  43,000  square  feet  whereas 
50,000  square  feet  had  been  anticipated. 

More  than  85%  of  all  neighborhood  facilities  were  maintained  in  an 
"acceptable"  condition.  Thus,  there  has  been  continuous  improvement 
in  this  effort  as  the  percentage  acceptable  was  661  in  FY  82-83,  80% 
in  FY  83-84,  and  now  85%  in  FY  84-85. 
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No  regularly  scheduled  athletic  or  recreational  events  were 
cancelled  due  to  conditions  which  were  preventable. 

11  acres,  one  more  than  planned,  were  brought  under  forest 
regulation.  Although  this  program  1s  on  schedule,  there  Is  still  a 
long  way  to  go.  Of  the  624  Golden  Gate  Park  acres  needing  this 
renovation,  only  26  acres  have  been  completed. 

In-depth  tree  assessment  was  completed  at  21  high-usage  sites,  6 
more  than  expected. 

Ornamental  pruning  was  completed  at  17  sites,  surpassing  the  target 
of  15  sites.  These  sites  include  Colt  Tower,  Alta  Plaza,  Lafayette 
Park,  and  Oceanview. 

The  department  undertook  an  ambitious  renovation  and  rehabilitation 

program  in  FY  84-85.  Much  was  accomplished  although  not  all  specific 

performance  objectives  relating  to  this  program  were  achieved.   Examples 
include: 

Only  501  of  the  center  median  strip  of  25th  Avenue  was  renovated, 
rather  than  the  entire  area.  All  of  the  necessary  equipment  and 
parts  for  the  irrigation  system  were  not  initially  available.   The 
work  is  now  progressing  and  40  young  liquidamber  trees  have  just 
been  planted. 

Other  priorities  interrupted  the  establishment  of  a  palm  garden  near 
the  DeYoung  Museum  and  only  107.  of  the  work  was  completed  by  the  end 
of  the  fiscal  year. 

The  establishment  of  a  bamboo  garden  at  Lloyd's  Lake  has  been 
delayed. 

The  goal  of  establishing  several  safe  nature  trails  was,  for  the 
most  part,  achieved.  A  trail  and  benches  were  installed  at  Kite 
Hill  Park.  A  staircase  was  installed  at  Tank  Hill  and  a  guard  rail 
was  installed  on  Billy  Goat  Hill.  A  contract  has  been  awarded  to 
build  a  retaining  wall  and  walk  way  at  Erskine  Park. 

Tree  replacement  projects  were  completed  at  only  7  sites  rather  than 
the  projected  20  sites.   The  focus  has  been  on  reforestation  and 
completing  tree  assessments  before  undertaking  replacement  projects. 

Although  the  department  planned  to  renovate  20  baseball  diamonds, 
only  11  were  completed.   It  was  necessary  for  the  crew  to  work  on 
three  projects  of  higher  priority.  They  included  the  resodding  of 
Candlestick  Park,  the  Panda  exhibit  at  the  Zoo,  and  renovation  of 
the  two  large  diamonds  at  Big  Rec 
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STRUCTURAL  MAINTENANCE 

Congratulations  are  in  order,  as  all  of  the  performance  objectives  in 
this  program  were  achieved: 

The  department  was  able  to  meet  its  objective  of  providing  17,500 
hours  of  preventive  maintenance.  This  Is  a  significant  Improvement 
over  the  14,708  hours  of  the  previous  year. 

All  facilities  were  kept  open  to  the  public  and  maintained  In  a 
safe,  usable  condition.  Moreover,  all  emergencies  were  responded  to 
on  the  same  day. 

The  objective  of  maintaining  water  clarity  at  an  acceptable  level  at 
al 1  pool s  was  achieved. 

The  paint  shop  re-painted  12  vehicles  that  were  corroded,  thus 
meeting  the  target  of  one  per  month. 

As  targeted,  857.  of  the  irrigation  systems  were  maintained  In  an 

acceptable  manner.  The  irrigation  work,  has  been  completed  in  the 

panhandle  of  Golden  Gate  Park,  at  Alamo  Square,  and  at  Buchanan 
Street  Mall . 

GOLF  PROGRAM 

Over  the  past  few  years,  this  has  become  one  of  the  most  successful 
programs  in  the  department  and  continues  to  be  self-supporting.   This 
success  is  evidenced  by  the  following  achievements: 

The  number  of  rounds  played  and  revenue  generated  continue  to 
increase.   Rounds  played  increased  by  11%  to  348,407.   Revenues  also 
increased  107.  to  $1,931,851  from  the  $1,736,000  of  the  previous  year. 

All  of  the  golf  courses  were  inspected  and,  as  targeted,  807.  of  the 
holes  met  or  exceeded  the  standards  of  the  USGA.  All  of  the  holes 
were  maintained  in  in  acceptable  playing  condition  except  for  the 
west  end  of  Sharp  Park  which  was  washed  away.   I  understand  that  a 
long  term  restoration  plan  is  being  devised  for  this  area. 

SAN  FRANCISCO  ZOO 

I  would  like  to  congratulate  the  Director,  Saul  Kitchener,  for  being  one 
of  the  winners  of  the  managerial  awards  from  the  Mayor1  Fiscal  Advisory 
Committee  and  SPUR.   The  zoo  is  fast  becoming  another  success  story  as 
it  continues  on  the  road  to  becoming  a  world-class  facility.  The 
Primate  Discovery  Center,  the  koala  exhibit,  the  penguins,  the  display 
of  the  pandas,  and  other  renovations  have  all  increased  interest  in  and 
approval  of  the  zoo.   For  example: 
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Revenue  Increased  from  $1,180,000  to  $1,730,000,  far  exceeding 
the  target  of  $1 .3  million. 

No  critical  remarks  were  received  on  the  USDA  Inspection.  The 
department  has  made  renovations  to  the  Bear  Grotto  In  order  to 
correct  the  deficiencies  of  the  prior  year. 

Cash  handling  procedures  have  been  revised  as  suggested  by  a 
Controller's  audit  report. 

MARINA  YACHT  HARBOR 

One  of  the  objectives  In  this  program  Is  to  have  the  facility  rated 
good  or  better  by  75X  of  the  users.  Although  741  surveys  were  sent 
out,  there  were  only  31  responses.  Of  these,  87X  rated  the  facility 
good  or  better.  H1th  such  a  small  percentage  of  responses,  1 t  Is 
difficult  to  draw  conclusions.  However,  the  lack  of  response  may  be 
an  indication  of  general  satisfaction  on  the  part  of  users  and  a 
lack  of  complaints . 

All  preventive  maintenance  and  repair  objectives  and  performance 
targets  were  met.  Round  the  clock  security  was  provided  as 
projected.  The  harbormaster  is  to  be  commended  for  this  performance. 

CAMP  MATHER 

The  camp  did  not  operate  on  a  completely  self-supporting  basis,  as 
hoped.  Revenues  did  exceed  the  operating  budget  but  did  not  cover 
capital  expenditures.  All  other  performance  targets  were  met: 

Emergency  medical  service  was  available  for  the  duration  of  the 
season. 

Two  weeks  of  camp  were  provided  for  seniors. 

Improvements  were  made  based  on  the  results  of  a  user  survey. 
Some  existing  furniture  in  the  cabins  was  refinished  and  patio 
furnishings  were  added  to  the  store  deck.  A  salad  bar  was  added 
to  the  dining  hal 1  . 

CANDLESTICK  PARK 

As  a  result  of  a  new  agreement  signed  with  the  San  Francisco 
Forty-Niners ,  a  five-year,  $30  million  project  for  the  renovation, 
rehabilitation,  modernization,  and  expansion  of  the  stadium  is  about 
to  begin.  All  performance  targets  were  met: 

All  events  were  held  on  schedule. 

There  were  no  negative  field  reports  during  the  entire  year. 

Both  fire  and  safety  inspections  were  passed. 
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FINANCE  OFFICE 

This  has  been  an  area  of  the  department  which  has  been  of  some 
concern.  With  a  budget  of  $45  million  and  revenue  generation  of 
approximately  $20  million,  the  Importance  of  an  efficient  and 
effective  business  office  cannot  be  over-emphasized. 

My  review  of  this  program  last  year  (FY83-84)  and  an  audit  conducted 
by  the  Controller's  Office  both  Indicated  problems  In  this 
division.  It  is  gratifying  that  much  progress  was  made  during  FY 
84-85,  but  improvement  is  still  needed.  The  controller's  audit 
indicated  a  number  of  problems  with  cash  handling  and 
accountability.  A  number  of  improvements  have  been  implemented 
which  are  consistent  with  the  Controller's  recommendations. 
Procedures  have  been  revised  at  the  Zoo,  Coit  Tower,  and  the 
Japanese  Tea  Garden.  Billing  procedures  for  Kezar  Stadium  and  the 
Music  Concourse  have  also  been  revised  in  order  to  maximize  revenues. 

A  varying  degree  of  success  and  progress  has  been  achieved  in  the 
other  systems,  procedures,  and  processes  to  be  established  in  this 
division  and  contained  in  the  MBO  program.  Progress  must  be 
monitored  regularly  and  reported  to  me  through  the  MBO  quarterly 
reports.  The  status  of  the  various  systems  is  as  follows: 

Start  on  the  Finance  Office  Operations  Manual  was  delayed.  A 
draft  of  a  comprehensive  manual  on  accounts  receivable,  payable 
procedures,  claims  investigation,  and  reporting  procedures  has 
been  developed. 

A  physical  inventory  of  all  equipment  has  been  completed  and 
entered  into  the  departments  word  processing  system.   However,  a 
replacement  schedule  and  needs  assessment  of  new  equipment  still 
must  be  developed. 

The  automated  lease  monitoring  system  approved  in  concept  by  the 
Mayor  and  the  Board  was  not  finally  approved  by  EIPSC  until 
April.   The  systems  software  was  completed  in  late  June  and  will 
soon  be  operational.  An  auditor  has  just  been  hired  to  oversee 
and  monitor  this  program. 

The  revenue  tracking  system  is  completed  and  on  line.   However, 
procedures  for  day  to  day  usage  and  maintenance  still  need  to  be 
developed. 

The  reservation  system  had  been  completed  for  Camp  Mather  and 
tennis  by  the  end  of  the  fiscal  year.  During  the  current  year 
cultural  and  general  rentals,  athletic  fields,  and  stadium  and 
pavilion  rentals  will  be  added  to  the  system. 
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ADMINISTRATION  AND  CAPITAL  PLANNING 

There  has  been  varying  degrees  of  success  1n  meeting  MBO  objectives 
1n  this  program.  Successfully  completed  was  a  revenue  transfer 
schedule.  All  revenues  for  Open  Space  projects  were  transferred  to 
DPW  on  schedule.  Citizen  participation  In  the  Open  Space  process 
was  also  assured  as  ten  public  hearings  were  held. 

However,  in  the  Open  Space  program,  only  12  of  the  15  projects  were 
designed  In  the  year  of  funding,  whereas  all  projects  were  so 
targeted.  This  Is  particularly  discouraging  as  recent  litigation 
prevents  the  City  from  using  outside  contractors.  I  offer  the 
assistance  of  my  office  to  facilitate  cooperation  and  coordlntlon 
with  the  Department  of  Public  Works. 

The  department  was  unable  to  meet  its  objective  to  process  all 
purchasing  requisitions  within  one  month;  practically  none  were 
processed  within  one  month.  As  a  result,  a  large  backlog 
developed.  Much  of  the  problem  arose  due  to  a  probationary  employee 
who  did  not  work  out  and  was  terminated.  The  backlog  is  now 
decreasing,  however,  due  to  the  efforts  of  a  department  retiree  who 
is  volunteering  his  time.   I  am  pleased  that  the  department  is 
working  with  the  City  Purchaser  to  outstation  a  senior  purchaser  at 
McLaren  Lodge. 

In  the  Minority/Women  Business  Enterprise  program,  WBE  requirements 
have  been  met;  MBE  requirements  have  not.  Advertising  has  been 
placed  in  minority  papers  for  leases  and  concessions.  A  training 
program  was  held  for  program  managers  to  emphasize  MBE/WBE 
requirements.  The  department  is  also  working  with  the  City 
Purchaser  on  this  issue. 

Finally,  congratulations  on  your  appointment  of  Mary  Burns  as  the 
General  Manager  of  the  Recreation  and  Park  Department.  She  is 
extremely  well  qualified  and  I  have  the  utmost  confidence  in  her 
ability  to  handle  this  responsibility.   I  offer  the  full  assistance 
of  my  office  to  Ms.  Burns,  the  staff,  and  to  your  Commission  in 
making  FY  1985-86  an  even  better  year  for  the  Recreation  and  Park 
Department. 


Si  ncerely  yours , 


Lanne  Fems£4in 


cc:       Mary  Burns,   General   Manager 
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Jay  Patterson 
Registrar  of  Voters 
City  Hall ,  Room  155 

THROUGH:  Mr.  Roger  Boas,  Chief  Administrative  Officer 

I  have  reviewed  the  annual  Management-by-Objectlves  performance  report 
for  Fiscal  Year  1984-85.  It  Is  heartening  to  note  that  performance  In 
this  office  remains  at  a  high  level  and  that  you  have  recovered  from  the 
disruption  stemming  from  the  separation  of  the  Registrar's  and 
Recorder's  offices  at  the  beginning  of  the  fiscal  year. 

The  main  function  of  your  office  is,  of  course,  the  running  of 
elections.  Thus,  it  is  gratifying  that  most  MBO  objectives  were 
achieved  and  performance  targets  met.  For  example: 

The  percent  of  polling  places  fully  staffed  on  election  day 
increased  from  85%  to  92X.  Moreover,  100%  of  those  polling  places 
selected  as  needing  bi-lingual  workers  were  so  staffed. 

Requests  for  absentee  ballots  were  responded  to  in  an  average  of  3 
days,  as  targeted.  At  the  beginning  of  the  absentee  period  when 
resources  were  diverted  by  the  large  number  of  new  registrations, 
response  time  was  longer.  At  the  end  of  the  period  when  the  need  is 
more  critical,  the  department  was  delivering  one-day  or  same-day 
service. 


The  department  just  missed  achieving  the  established  performance  targets 
in  two  areas: 

You  fell  just  short  of  achieving  the  goal  of  announcing  unofficial 
election  results  within  4  hours  after  the  polls  close.  The  task  was 
completed  in  5  hours.  Nevertheless,  according  to  the  official 
report    m  the  Secretary  of  State,  San  Francisco  finished  well 
ahead  c   nost  large  and  medium  sized  counties. 

The  department  was  not  quite  able  to  meet  its  performance  target  in 
the  provision  of  voter  pamphlets  to  the  electorate.  Although  you 
had  anticipated  getting  these  handbooks  in  the  hands  of  the  voters 
at  least  16  days  before  the  election,  it  was  possible  to  provide  the 
handbook  to  the  voters  only  15  days  ahead  of  the  election;  the  same 
as  in  the  previous  year.  I  understand  that  the  department  will 
experiment  with  new  "ink-jet"  technology  this  year  in  order  to 
further  improve  this  performance, 
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Performance  objectives  were  also  achieved  In  other  activities  of  the 
department: 

The  target  to  purge  at  least  60,000  ineligible  voters'  names  from 
the  roils  was  exceeded  as  almost  84,000  names  were  purged.  This 
performance  should  continue  as  closer  cooperation  with  the  post 
office,  other  county  registrars,  and  DPH's  Bureau  of  Births  and 
Deaths  enables  the  department  to  catch  most  voters  who  die  or  move. 
Also,  a  new  computer  program  automatically  cancels  the  old 
registration  when  a  voter  re-registers. 

The  voter  outreach  program  was  also  extremely  successful:  you 
provide  hundreds  of  locations  where  voter  registration  cards  can  be 
picked  up,  provide  press  releases  to  the  neighborhood  newspapers 
informing  them  of  these  locations,  and  accomodate  various  groups 
doing  voter  registration  work  by  providing  signs,  cards,  and  a 
tracking  service.  As  a  result,  more  than  130,000  new  names  were 
added  to  the  rolls,  a  45X  increase  over  the  90,000  of  the  previous 
year. 


Thank  you  for  the  manner  in  which  you  have  conscientiouly  pursued  budget 
directives  from  this  office,  particularly  In  seeking  new  revenues,  which 
in  one  instance  brought  to  the  City  an  additional  $700,000  in  state 
re-imbursements .  You  have  also  assisted  my  staff  in  pursuing  these 
reimbursements  in  other  departments  and  sharing  with  them  information  on 
state  procedures  and  processes  which  may  increase  our  state 
reimbursements  even  more. 

In  summary,  1984-85  was  a  very  good  fiscal  year  for  the  Registrar's 
office.  Thank  you  for  your  cooperation  and  please  accept  the  assistance 
of  my  office  in  making  1985-86  an  even  better  year. 


rely  yours , 


yor 


DF/DR 
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DlANNE  FEINSTEIN 


Michel  le  Corwin 

City  Recorder 

City  Hall ,  Room  167 

THROUGH:  Mr.  Roger  Boas,  Chief  Administrative  Officer 

Dear  Michel le: 

I  have  reviewed  the  annual  Management-by-Objecti ves  performance  report 
for  Fiscal  Year  1984-85.  It  is  heartening  to  note  the  improvement  in 
performance  in  this  office  and  that  operations  are  back  on  track  after 
the  disruption  stemming  from  the  separation  of  the  Registrar's  and 
Recorder's  offices  at  the  beginning  of  the  fiscal  year. 

Several  areas  of  performance  in  the  Recorder's  Office  were  emphasized  in 
my  1983-84  performance  review  letter.  Issues  were  raised  concerning 
document  processing,  computer  indexing,  and  the  Transfer  Tax  Section. 

Significant  performance  improvement  has  occurred  in  the  document 
processing  section.  For  example: 

For  the  first  time,  the  Department  was  able  to  meet  its  objective  of 
processing  and  returning  documents  within  5  days.   This  performance 
is  indicative  of  steady  improvement.  Turnaround  time  was  15  days  at 
the  beginning  of  the  previous  year  but  improved  to  7  days  by  the  er: 
of  the  year.  The  objective  has  been  further  improved  for  1985-36 
since  a  performance  target  of  4  days  has  been  established. 

You  were  able  to  surpass  the  goal  of  notifying  within  two  days  these 
persons  who  had  involuntary  liens  placed  against  them,   it  is 
gratifying  to  note  that  notice  is  now  always  made  on  the  same  day 
lien  is  placed. 

Also  significant  is  the  improvement  in  microfilming.   Your 
department  is  now  able  to  microfilm  all  current  documents  received 
on  a  same  day  basis  regardless  of  volume. 
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Achievement  in  these  three  MBO  target  areas  constitutes  excellent 
performance.  Good  work!   However,  performance  was  not  so  successful  in 
the  computer  indexing  activity: 

The  department  was  woefully  behind  schedule  in  processing  and 
putting  on  computer  index  those  documents  filed  from  1835  to  1905. 
This  activity  has  been  only  5X  completed.  Apparently,  the  process 
has  been  slowed  down  by  the  reconstructive  efforts  necessary  and  the 
lack  of  computer  programming  to  accomplish  it.   It  is  hoped  that 
your  new  computer  system,  installed  in  September  of  this  year,  will 
greatly  accelerate  this  program. 

Considerable  progress  has  been  made  in  accomplishing  the  intent  of  the 
transfer  Tax  Ordinance  of  January  1984  and  in  providing  this  service. 
It  is  noteworthy  that  all  provisions  of  the  ordinance  have  been 
implemented  and  no  document  is  refused  recording  because  of  transfer 
tax-related  questions.  Also: 

Post  recording  audit  procedures  have  been  implemented  to  ensure  that 
this  tax  has  been  applied  equitably  to  all  transactions. 

Although  the  ordinance  requires  that  only  57.  of  transactions 
transferring  title  be  audited,  your  office  is  auditing  aJJ_  such 
transactions . 

You  have  also  made  significant  progress  in  the  development  of  written 
procedures  for  the  functions  of  the  Recorder's  Office.  Already  in  place 
are  detailed  procedures  for  examination  and  recordation  of  documents, 
calculation  and  posting  of  fees  and  taxes,  auditing  of  transactions 
involving  transfer  of  title,  and  automated  indexing  and  retrieval  of 
documents.  Under  development  are  procedures  and  policies  for  search  and 
retrieval  of  documents  in  the  public  information  area  of  the  office  as 
well  as  the  development  of  complete  standards  for  microphotography. 

I  understand  that  Civil  Service  Commission  staff  recently  completed  a 
classification  study  of  the  Recorder's  office  and,  as  a  result,  staff 
involved  in  the  recording  and  indexing  of  documents  have  been  upgraded. 

Also  much  appreciated  are  your  efforts  in  agressively  pursuing  the 
implementation  and  collection  of  all  fees  authorized  by  the  State.   The 
revenue  of  the  department  has  increased  significantly  and  now  exceeds 
expenses  in  this  department  and  a  surplus  is  turned  over  to  the  General 
Fund.  Congratulations  and  thank  you! 
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In  summary,  I  believe  there  has  been  significant  and  rapid  improvement 
in  the  Recorder's  Office.  All  current  MBO  targets  are  being  met  with 
the  exception  of  computer  indexing  of  historical  records.   The 
reorganization  of  your  office,  the  upgrading  of  staff,  and  the  advent  of 
written  procedures  promise  even  greater  achievement  in  the  current  year. 

Thank  you  for  your  cooperation  and  please  accept  the  assistance  of  my 
office  In  making  1985-86  an  even  better  year. 


Sincerely  yours 


VlflfcWlii 
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The  Honorable  Hector  Chinchilla,  President 

and  Members 
San  Francisco  Residential  Rent 

Stabilization  and  Arbitration  Board 
170  Fell  Street,  Room  16 
San  Francisco,  California  94102 

Dear  President  and  Members  of  the  Board: 

I  have  reviewed  the  Rent  Board's  1984-85  Management-by-Objectives 
(MBO)  performance  reports.   You  and  your  staff  performed  very  well  as  all 
but  one  of  the  objectives  were  exceeded: 

— >     96.5%  of  petitions  submitted  were  rendered  for  action  within  30 
days,  performance  above  the  target  of  90%  and  the  previous 
year's  result  of  89%.   Apparently  you  have  been  able  to 
accomodate  the  heavier  work  load  caused  by  the  transfer  of  the 
capital  improvement  responsibility  from  the  Real  Estate 
Department.    You  will  recall  that  this  was  a  problem  last  year 
when  you  first  inherited  this  responsibility. 

— >     99%  of  tenant  summary  petitions  were  processed  and  rendered  for 
disposition  within  30  days.   This  is  an  impressive  accomplishment 
and  I  note  that  you  have  raised  the  target  from  95%  to  98%  for 
the  current  year. 

—  >     97%  of  all  eviction  reports  were  processed  within  30  days. 
Compared  to  78%  in  the  previous  year,  this  is  a  significant 
improvement.    You  have  raised  the  target  to  85%,  and  I  think  you 
should  set  it  higher  to  reflect  higher  output. 

— >     Once  again  you  met  the  target  of  providing  3,000  units  of 
in-depth  counseling.   With  the  ever-increasing  demand  for 
information  and  other  services  to  the  public,  you  still  managed  to 
provide  in-depth  counseling  as  planned.   This  is  encouraging. 

— >     93%  of  the  appeals  petitions  were  processed  and  rendered  for 
action  within  30  days.    The  revision  and  streamlining  of 
instructions  and  forms  helped  to  shorten  the  time  necessary  to 
obtain  complete  information. 
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— >     You  planned  to  take  four  wrongful  eviction  cases  to  court,  but  you 
had  only  two  such  cases.   Since  you  did  not  get  staff  for  the 
eviction  unit  until  January,  1985,  meeting  only  50%  of  the  target 
is  understandable. 

In  conclusion,  the  overall  MBO  picture  is  one  that  gives  a  strong  indication 
of  services  improving  with  each  passing  year.   You  have  a  very  important 
and  sensitive  job  in  administering  the  Residential  Rent  Stabilization  and 
Arbitration  Ordinance,  and  I  thank  you  for  doing  it  well. 


Sincerely  yours, 


/Mayor      ,/ 
DF/BL:az 
cc:    Mr.  Ricardo  Hernandez,  Director 
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Dr.  Raymond  L.  Weisberg,  President 

and  Members 
Retirement  System  Board 
1155  Market  Street 
San  Francisco,  Ca  94103 

Dear  Board  Members: 

I  have  reviewed  the  annual  Management  by  Objectives  (MBO)  performance 
report  for  the  Retirement  System  for  Fiscal  Year  1984-85.  This  was  a 
very  eventful  year  for  your  department  as  the  Retirement  Division  moved 
from  770  Golden  Gate  Avenue  to  1155  Market  Street.  Also,  a  new  General 
Manager  was  appointed  for  the  Employees  Retirement  System. 

One  of  the  primary  goals  of  the  move  of  the  Retirement  Services  Division 
was  to  integrate  the  various  work  units  of  the  division  into  a  cohesive 
operational  group.  The  move  was  successfully  made  as  performance  in 
this  program  continues  at  a  very  high  level.  The  department  is  to  be 
congratulated  for  achieving  the  following  results: 

The  department  was  again  able  to  calculate  and  initiate  payment  of 
retirement  benefits  within  2  months  in  957.  of  all  cases.  Less  than 
two  years  ago  this  effort  required  3  months.  Due  to  processing 
changes  and  new  information  systems  being  establisned  in  this 
division,  the  target  has  been  increased  to  process  98%  within  2 
months  for  Fiscal  Year  85-86. 

All  retirement  checks  were  mailed  on  time,  as  expected. 

Annual  statements  were  mailed  to  employees  within  4  months  rather 
than  in  the  5  months  which  were  required  in  the  previous  year. 

In  the  first  half  of  the  year,  the  department  had  difficulty  in 
processing  members'  requests  for  refunds  in  a  timely  fashion.   This 
problem  arose  partly  because  of  the  transition  from  the  old  payroll 
system  to  the  new  system.  However,  by  the  end  of  the  year  the 
problem  was  rectified  and  the  department  exceeded  its  target  of 
processing  957.  within  6  weeks  by  actually  processing  98%  within  6 
weeks .  Good  work! 
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In  my  1983-84  performance  review  letter  to  the  department,  it  was 
requested  that  the  Workers'  Compensation  program  remain  under  constant 
review  by  the  Retirement  Board.   It  is  gratifying  that  this  is  indeed 
happening;  you  are  receiving  a  quarterly  oral  presentation  from  staff, 
along  with  a  written  report  from  Warren,  McVeigh,  Griffin  and  Savage. 
These  efforts  are  to  be  applauded  and  must  continue. 

Also,  as  requested,  new  standards  and  goals  are  being  established  for 
this  program.  At  this  time,  some  of  these,  but  not  all,  have  already 
been  incorporated  into  the  formal  MBO  program.  However,  as  needed 
statistics  are  now  available  to  develop  realistic  and  measurable 
objectives  aimed  at  cost  control,  additional  objectives  must  become  part 
of  the  reportable  information. 

The  department  has  made  substantial  progress  towards  its  objectives  in 
Workers'  Compensation  as  indicated  by  the  following  results:. 

The  average  time  to  process  medical  invoices  is  now  41  days.  This 
is  within  the  target  of  45  days.  Nevertheless,  only  897.  were 
actually  paid  within  45  days,  compared  to  the  targeted  951. 
However,  the  consultant  feels  that  a  realistic  goal  for  this  year  is 
30  days  and  I  ask  that  this  objective  be  pursued. 

The  claimant  contact  program  is  now  well  in  place  and  according  to 
the  consultant,  one  of  the  most  effective  he  has  seen  in 
Cal ifornia.  More  than  96%  of  all  injured  workers  qualified  as 
indemnity  cases  were  contacted  within  2  days,  exceeding  the  target 
of  907..   In  addition  to  improved  employee  relations,  the  principal 
purpose  of  this  effort  is  to  reduce  and  control  litigated  claims. 
During  1984,  the  state-wide  average  of  litigated  claims  to  all 
claims  was  8.47..  The  City's  rate  was  3.07..  As  public  entities 
sometimes  have  up  to  30%  litigated  claims,  you  can  be  proud  of  your 
achievement. 

There  has  also  been  substantial  progress  in  closing  cases  in  this 
program.  As  of  July  1,  1984,  the  department  had  a  high  of  7,145 
open  cases.  The  total  of  open  cases  has  now  dropped  to 
approximately  4,000  and  is  expected  to  stabilize  at  this  figure. 
This  reduction  in  open  cases  will  reduce  the  caseload  per  attorney 
and  thus  result  in  more  efficient  caseload  management. 
Congratulations ! 

Reserves  are  being  established  for  all  new  cases  on  a  current 
basis.  All  old  cases  had  reserves  established  by  June  30. 
Reserving  is  critical  as  it  indicates  the  true  liability  incurred 
during  a  fiscal  year  and  how  much  funding  will  be  required  for 
benefit  payouts  in  the  future.  Maintaining  records  based  on  the 
year  of  incurred  losses  will  enable  the  managers  and  the  Board  to 
arrive  at  meaningful  conclusions  concerning  the  performance  in  this 
program. 
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There  were  two  areas,  however,  in  which  performance  fell  short  of  the 
stated  targets.  The  division  had  been  in  a  state  of  reorganization 
throughout  most  of  this  fiscal  year  and  this  condition  no  doubt  helps 
account  for  a  slight  reduction  in  these  performance  indicators: 

Only  871  of  applications  for  adjudication  were  responded  to  in  10 
days,  whereas  the  target  was  100%.  However,  this  was  an  improvement 
from  the  821  of  the  prior  year.  The  target  seems  to  be  a  bit 
unrealistic  and  will  be  dropped  to  951. 

Advance  temporary  disability  payments  made  within  14  days  dropped 
from  951  to  921. 


Your  Board  should  pay  special  attention  to  the  attainment  of  these 

objectives . 

Turning  to  another  matter,  The  Retirement  Board  passed  a  resolution  on 
April  30,  calling  for  the  divestment  of  securities  of  companies  doing 
business  in  South  Africa  and  prohibiting  any  new  investment  in  such 
companies.  This  divestment  is  to  be  accomplished  within  a  2-year 
period.  At  the  time  the  Board  had  $368  million  in  such  securities,  both 
stocks  and  bonds.  By  July  31,  $264.5  million  worth  of  these  securities 
had  been  sold.  Thus,  the  Retirement  System  is  well  ahead  of  schedule. 
So  far,  there  has  been  no  appreciable  change  in  ma^Ket  performance, 
although  I  understaand  it  is  really  too  early  to  make  definite 
conclusions.  Your  efforts  in  this  area  are  much  appreciated. 

Finally,  congratulations  on  your  appointment  of  Clare  Murphy  as  the 
General  Manager  of  the  Employees  Retirement  System.  She  is  extremely 
well  qualified  and  I  have  the  utmost  confidence  in  her  ability  to  handle 
this  responsibility.  I  offer  the  full  assistance  of  my  office  to  Ms. 
Murphy  and  to  your  Board  in  making  FY  1985-86  an  even  better  year  for 
the  Retirement  System. 

Sincerely  yours , 
I 


/ 


0F/DR 
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Medium  Size  Ne; 

iqh 

borhood  Branches 

Circulation 
1983-84   1984-85 

Unit  Cost 
1983-84  1984-85 

n 

Patrons 

Branch 

1983-84 

1984-85 

Anza 

73,841    71,187 

1.71    1.97 

57,908 

60,344 

Eureka  Val ley 

60,357    57,731 

2.08    2.40 

47,007 

40,537 

Golden  Gate 

Valley 

53,164    47,570 

2.22    2.63 

37,369 

25,069 

Noe  Val ley 

44,207    44,351 

2.53    2.68 

26,103 

30,019 

Park 

39,891    38,429 

2.73    3.07 

50,719 

51,193 

Western  Addition  48,672    53,797    2.69    2.85    41,569    39,045 

The  medium  size  neighborhood  branches  did  not  perform  as  well  as  the 
resource  branches  and  the  large  neighborhood  branches.  None  of  these 
branches  achieved  a  lower  unit  cost.  The  bright  spot  is  the  107.  increase 
in  circulation  at  the  Western  Addition  branch.  On  the  other  hand,  the 
Golden  Gate  Valley  Branch  experienced  a  10%  drop  in  circulation  and  a  337. 
drop  in  attendance.  I  would  ask  that  you  monitor  the  activities  at  this 
branch,  and  if  the  levels  of  service  continue  to  decline,  prepare  a  plan 
of  action  to  increase  usage  of  this  facility. 

Small  Neighborhood  Branches 

Branch 

Bernal 

Glen  Park 

Potrero 

Presidio 

Waden 

There  were  no  significant  changes  in  performance  levels  for  the  small 
branches.  Two  branches,  Glen  Park  and  Potrero,  did  manage  to  decrease 
their  unit  costs.  The  unit  cost  at  the  Waden  Branch  increased  again,  but 
they  are  meeting  their  circulation  target  of  15,000  and  the  patronage 
target  of  30,000.  As  part  of  last  year's  MBO  review,  I  asked  that  you 
analyze  the  operations  of  these  branches  to  determine  the  causes  for  the 
wide  differences  in  unit  costs.  A  report  of  your  findings  has  not  been 
forwarded  to  me,  and  I  ask  that  you  do  this  by  March  1,  1986. 


Circulat 

ion 

1984-85 

Unit 
1983- 

Cost 

•84  1984-85 

# 

Patrons 

1983-84 

1983-84 

1984-85 

25,871 

23,042 

4.24 

5.11 

24,158 

29,253 

28,416 

29,506 

3.23 

3.24 

24,616 

19,586 

27,284 

27,754 

4.29 

4.32 

28,361 

25,569 

34,188 

34,237 

2.55 

3.13 

28,999 

34,443 

15,255 

15,872 

7.63 

7.80 

30,210 

29,165 

Reading  Centers 


Circulation        Unit  Cost  U   Patrons 


Branch  1983-84   1984-85   1983-84  1984-85  1983-84   1984-85 


Ingleside  14,886  15,927  3.86  3.76  20,916  22,118 

Ocean  View  10,297  10,094  5.72  5.97  15,744  15,857 

Portola  13,930  15,385  4.45  4.50  17,049  26,148 

Visitacion  Valley  17,225  19,294  3.65  3.37  20,573  19,117 
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Circulation  at  the  reading  centers  was  on  the  decrease  in  1982/83.  Since 
that  time  there  has  been  a  turnaround,  and  circulation  has  increased  in 
each  of  the  following  two  years.  For  1984/85,  Vlsitacion  Valley  increased 
circulation  by  12X  compared  to  the  previous  year.  During  the  same  time 
period,  Portola  enjoyed  a  101  increase.  Excepting  Ocean  View,  which 
maintained  the  previous  year's  levels  of  services,  all  reading  centers 
gained  in  circulation  and  patronage. 

************** 


It  is  a  pleasure  to  acknowledge  another  year  of  success  in  your  MBO 
performance.  Keeping  track  of  each  branch's  activities  has  proven  to  be  a 
valuable  management  tool  and  could  not  have  been  possible  without  the 
cooperation  and  efforts  of  your  Commission  and  staff.  Thank  you  for  a  job 
well  done. 

/l 

Sincerely  yours , 


Cmanne  Feijritein 


;  'Fei/stein 
Mayor 

/  DF/BL: la 

cc:  John  Frantz,  City  Librarian 

9085R 
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January  8,  1986 


Honorable  Michael  Hennessey 

Sheriff 

City  Hal  1  ,  Room  333 

San  Francisco,  CA  94102 

Dear  Sheriff  Hennessey: 

Having  completed  my  review  of  the  Sheriff's  Department 
Management-By-Objectives  (MBO)  Performance  Report  for  Fiscal  Year 
1984-85,  I  want  to  share  my  observations  with  you. 


One 

year 

Syst 

towa 

rati 

appr 

ob  je 

of  1 

85  p 

time 

augm 

curr 

we  c 


of  th 
s  has 
em . 
rd  ma 
oat 
o  p  r  i  a 
c  t  i  v  e 
:70. 
ercen 
when 
ented 
en t  s 
an  ma 


e  depa 

been 

As  sue 

i  ntai  n 

a  1  eve 

te  to 

was  e 

Anoth 

t  o  f  c 

our  o 

by  bo 

en tenc 

i  n  t  a  i  n 


rtme 
wi  th 
h  ,  o 
i  ng 
1  th 
thei 
stab 
er  o 
apac 
wn  p 
ardi 
es  a 
any 


nt '  s 
imp 
bjec 
the 
at  w 
r  cl 
1  ish 
bjec 
ity. 
r i  si 
ng  p 
nd  c 
1  on 


pri 
1  erne 
ti  ve 
over 
oul  d 
ass  i 
ed  t 
ti  ve 
Th 
oner 
ri  so 
ase 
ger. 


mary 
ntat 
s  i  n 
all 

pi  a 
f  i  ca 

0  ma 
was 

is  1 

1  oa 

ners 

1  oad 


cone 
ion  o 

the 
popul 
ce  pr 
ti  on 
i  n  t  a  i 

to  m 
atter 
a   was 

from 
s  ,  th 


entra 

f  the 

Custo 

ati  on 

i  s  o  n  e 

1  evel 

n  a  s 

ai  nta 

obje 

1  ess 

othe 

is  is 


ti  on 

Pri 
dy  P 

and 
rs  1 
s  . 

taff 
in  a 
cti  v 

tha 
r  co 

not 


s  fo 

sone 
rogr 

pri 
n  ho 
Spec 
-to- 

jai 
e  wa 
n  th 
unti 

an 


r  th 
r  Cl 
am  w 
sone 
usi  n 
i  f  i  c 
pri  s 
1  po 
s  se 
at  r 
es . 
obje 


e  past  five 
assifi cation 

ere  geared 
r-to-staf f 
g  situations 
ally,  an 
oner  ratio 
pulation  at 
t  during  a 
atio  and  we 

Under 
ctive  that 


In    1984-85,    the    number    of   bookings    was    up    from    52,444    to    55,366 
an    increase    of    2,922    or    5%    for    by   84-85.       The    average    daily 
population   was    1479    or    101*   of   capacity,    with    a    high    of    120%    in 
County    Jail    # 1 .       In    1982-83,    the    highest    average    daily    population 
was    1430    or    98%.      The    prisoner-to-staff    ratio    averaged    1:89. 

In    view   of   our    existing    population,    and    the    fact    that    the 
classification    system    is    in    place,    you    need    to    determine 
whether    this    objective    is    still    reasonable. 

I    unaerstand    that    a    number    of    steps    have    been    taken    to    reduce    the 
prisoner    population.       Namely,    the    conversion    of    the    scullery    area 
to    a    27-bed    dormitory    should    be    completed    in    mid-1986;    a 
redistribution    of    the    population    from    County    Jail    1    to    County 
Jails    2    and    3    has    occurred;    more    liberalized    citation    release 
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policy  for  County  Jail  #1  was  implemented;  a  reduction  in  Federal 
and  State  pr-fsoner  s ;  and  increased  participation  in  the  SWAP 
Program. 

Additionally,  through  the  cooperation  of  the  members  of  the  Jail 
Overcrowding  Committee,  a  number  of  suggestions  have  been  offered 
and  adopted  which  should  help  to  address  this  problem. 

With  the  City's  financial  constraints,  I  encourage  you  to 
carefully  examine  the  current  deployment  of  all  the  personnel  in 
your  department.   In  particular,  the  administration  program  has 
15  deputized  personnel  who  might  better  be  utilized  in  reducing 
the  staff-to-prisoner  level. 

I  would  like  to  highlight  the  following  areas  of  performances 
shown  in  your  1984/1985  MBO  performance  report: 

*  Of  the  55,366  inmates  booked  into  the  county  jails,  there 
were  nine  releases  in  error,  three  escapes  and  two 
suicides.   During  1983-84,  the  release  in  error  rate  was 
also  nine,  with  three  escapes  and  no  suicides.   For  the 
past  two  years,  releases  in  error  have  been  high.   I 
understand  that  this  performance  has  been  reviewed  and 
disciplinary  action  has  been  taken  where  appropriate. 
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The  average  successful  completion  rate  for  the  Pre-trial 
Diversion  Program  was  80%  with  $4  4,107  paid  in  restitution 
to  victims.   The  Program's  performance  is  down  slightly 
from  last  year  when  the  successful  completion  rate  was  81* 
and  $52,808  was  paid  in  restitution.   The  Program's 
objective  was  to  maintain  a  successful  completion  rate  of 
80%. 
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*  Bailiff  staffing  in  the  courtrooms  again  averaged  65.   This 
was  aeeomplished  through  continuation  of  the  agreement  with 
the  State  to  provide  funding  for  one  additional  deputy 
position  for  assignment  to  the  Court  Services  Division. 

*  The  Civil  Division  conducted  1,614  evictions  and  224  body 
attachments  during  the  year.   The  average  time  for 
evictions  was  9  days  and  17  days  for  attachments. 
Performance  for  1983-84,  was  11  and  19  respectively.   The 
Civil  Division  staff  should  be  commended  for  their 
excellence  in  this  area.   The  legal  time  frames 

for  these  civil  services  are  60  days  to  evict;  90  days  for 
body  attachments  and  30  days  to  disburse  trust  funds. 

*  Alternative  housing  referrals  were  provided  for  1,356 
families  up  from  962  families  in  1983-84.   The  objective  to 
provide  referral  alternatives  for  98%  of  evictees  needing 
assistance  was  exceeded  for  the  year  with  an  average  of  99% 
of  evictees  seeking  assistance  referred  for  alternative 
housing. 

A  major  continuing  concern  rests  with  the  fact  that  the 
Department  lags  behind  in  the  completion  of  evaluations  for  its 
personnel.   A  total  of  69  evaluations  were  completed  or  31%.   I 
cannot  over  emphasize  the  importance  of  evaluations  for 
personnel.   This  is  particularly  true  in  your  department  where 
probationary  personnel  also  serve  in  yery    key  positions. 

I  am  pleased  with  the  reports  I  have  received  about  the  efforts 
of  the  Jail  Overcrowding  Committee.   It  is  most  encouraging  to 
hear  that  the  criminal  justice  departments  are  working  together 
to  try  to  identify  efficiencies  in  the  present  delivery  of 
services. 

Overall  performance  for  the  department  was  quite  good  during  the 
year.  I  know  that  you  and  your  staff  will  continue  to  strive  to 
meet  the  goals  and  objectives  you  have  established. 

si  n  c  e  r  e  1  y  , 


mtw*l 
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DlANNE   FEINSTEIN 


George  Yamasaki,  President 

and  Members 
Social  Services  Commission 
170  Otis  Street 
San  Francisco,  California  94102 

Dear  Mr.  President  and  Members: 


I  recently  completed  my  review  of  the  Department  of  Social  Services  Management  - 
by-Objectives  Performance  Report  for  Fiscal  Year  1984/85.   This  is  the  sixth  year 
that  the  Department  has  been  part  of  the  City's  MBO  Program.   I  would  like  to  take 
this  opportunity  to  commend  you,  General  Manager  Mr.  Sarsfield,  and  your  program 
managers  on  the  progressive  level  of  performance  in  your  department,  measured  year 
by  year.    You  have  made  great  strides  in  achieving  established  objectives  and  revising 
targets  when  appropriate.    1  would  like  to  discuss  specific  areas  where  performance 
has  been  excellent  and  where  performance  can  be  improved. 

Congratulations  on  meeting  the  objective  to  meet  85%  of  the  department's  perfor- 
mance measures.    This  performance  represents  the  first  time  that  the  department 
achieved  this  goal,  which  favorably  compares  to  Fiscal  Year  1983/84  when 
performance  was  just  over  80%.    Good  Work! 

Correspondingly,  I  was  pleased  to  note  that  more  and  more  programs  are  meeting  all 
of  their  targets.    In  Fiscal  Ye:ir  1S84/85,  twelve  programs  met  all  targets,  a  decided 
improvement  over  Fiscal  Year  IH83/84  when  only  four  programs  met  all  perforin ;inc»j 
targets.    Congratulations  are  due  to  the  staff  in  the  following  programs: 

Aid  to  Families  with  Dependent  Children  (A.F.D.C.) 

A.F.D.C.  -  W.I.N.  (Work  Incentive) 

A.F.D.C.  -  B.H.I.  (Bo;irding  Homes  and  Institutions) 

Refugee  Resettlement 

N'on- Assistance  Food  Stamps 

General  Assistance 

Adult  I.H.S.S.  (In-Homr  Supportive  Services) 

Support  Services 

Staff  Development 

Program  Evaluation 

Contract  Compliance 

Overpayment  and  Collections 

It  is  particularly  noteworthy  that  A.F.D.C.  has  consistently  met  all  of  its  MBO 
targets  since  Fiscal  Year  1981/82.    That  performance  is  excellent  indeed! 


Mr.  George  Yamasaki,  President 
Page  2 
December  3,  1985 


Other  programs  only  missed  one  of  their  major  performance  targets.   These  programs 
are  as  follows: 

-      Medi-Cal 

Information  and  Referral 
Family  and  Children  Intake 
Fiscal  (Claims  Preparation) 

Again,  good  work  by  the  staff  involved.   I  strongly  encourage  the  managers  of  these 
programs  to  continue  in  their  pursuit  to  meet  all  targets. 

The  following  programs,  Office  of  Support  Services,  Personnel  and  Payroll,  Staff 
Development,  Program  Evaluation  and  Support,  and  Office  of  Contract  Compliance, 
met  their  most  significant  targets. 

Your  efforts  and  your  accomplishments  are  appreciated. 

Your  management  staff  is  to  be  commended  for  their  pursuit  of  improved  program 
efficiency  and  for  their  efforts  to  reduce  administrative  costs.   The  General 
Assistance  Food  Stamp  consolidation  plan,  the  General  Assistance  vendor  voucher 
system  for  shelter,  and  the  automatic  electronic  banking  proposals  are  very  fine 
examples  of  innovative  ways  to  meet  the  demands  for  service  at  reduced  cost. 
Kindly  keep  me  advised  of  your  progress. 

The  remainder  of  programs  must  commit  to  employing  greater  effort  to  realize  their 
targeted  objectives.   In  some  cases,  performance  in  several  of  those  programs 
exceeded  the  results  in  the  past  two  fiscal  years.   Please  be  reminded  that  all 
programs  are  to  provide  a  quarterly  MBO  report  on  a  timely  basis.   Significant 
improvement  has  been  made,  yet  more  is  needed.   I  urge  the  Commission  to  work 
with  the  department  to  meet  all  of  the  objectives  you  have  committed  to  achieve. 


I  would  now  Like  to  discuss  selected  programs  that  I  consider  to  be  very  important: 

SPECIAL  INVESTIGATIONS  UNIT 

—  >  The  Special  Investigations  Unit  (S.l.U.)  in  the  District  Attorney's  Office  mi't 
or  exceeded  4  of  its  6  targets.   The  target  to  refer  14  cases  per  worker  to 
the  D.A.  was  not  met  as  only  12  cases  per  worker  were  referred. 
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— >  The  most  significant  target  not  met  was  to  refer  cases  to  DSS  which  would 
lead  to  the  collection  of  $180,000  per  quarter.   This  target  is  important 
since  the  debate  continues  as  to  whether  the  S.I.U.  is  a  cost  effective 
operation.   S.I.U.  asserts  that  it  is  and  the  department  maintains  that  it  is 
not.   The  issue  is  whether  the  funds  generated  by  S.I.U.  exceed  the  cost  of 
the  unit.   The  cost  of  the  unit  for  Fiscal  Year  1984/85  was  $639,631.   If  the 
$180,000  quarterly  target  was  achieved,  the  department  would  have  realized 
an  annual  revenue  of  $720,000,  thereby  exceeding  by  $80,369  the  cost  of  the 
S.I.U. 

S.I.U. 's  performance  indicates  that  $587,144  of  the  annual  target  of 
$720,000  was  realized.   Therefore,  the  average  quarterly  revenue  was 
$146,786  or  $33,214  short  of  its  target. 

A  complete  re-examination  of  the  Special  Investigations 
Unit  is  imperative  and  I  ask  that  you  work  with  the  District 
Attorney  and  my  office  to  provide  a  report  to  me  no  later 
than  March  1,  1986. 

GENERAL  ASSISTANCE 

—  >  The  General  Assistance  Program  met  nearly  all  of  their  targets.   The  target 

to  have  workers  complete  15  reinvestigations  monthly  no  doubt  aided  in  the 
reduction  of  the  overall  caseload  by  1138  (7001  down  to  5863  cases)  with  a 
corresponding  reduction  of  $1.6  million  in  expenditures. 

—  >  The  emphasis  on  staff  training  on  the  General  Assistance  Ordinance  also 

influenced  the  positive  outcome  in  fair  hearing  decisions.   In  Fiscal  year 
1983/84  an  average  of  83.9%  of  fair  hearing  decisions  were  decided  in  the 
County's  favor.   This  performance  was  raised  to  87.4%  in  Fiscal  Year 
1984/85.    The  availability  of  the  new  G.A.  handbook  also  improved  a  uniform 
application  of  the  regulations  and  performance. 

The  department  is  making  steady  progress  toward  consolidating  the  General 
Assistance  and  Food  Stamp  Programs.   When  the  consolidation  is  completed,  the 
department  should  establish  a  target  to  measure  the  error  rate  in  the  General 
Assistance  Program. 

In  addition,  the  Food  Stamp  Program  should  report  on  the  Federal-State  determined 
dollar  error  rate  on  a  quarterly  basis  as  part  of  the  MBO  report.    As  you  are  no  doubt 
aware,  failure  to  meet  and  report  the  dollar  error  rate  can  result  in  sanctions  being 
imposed  on  the  counties. 

Improvement  is  expected  in  Fiscal  Year  1985-86. 

There  is  no  excuse  for  not  reporting  against  such  an 

important  performance  measure. 
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HOMELESS  PROGRAM 

— >  Although  the  homeless  program  data  was  not  added  to  the  MBO  report  until 
the  current  fiscal  year,  it  is  my  understanding  that  the  population  count  in 
this  program  has  remained  constant  over  Fiscal  Year  1983/84  and  Fiscal 
Year  1984/85. 

In  Fiscal  Year  1983/84,  the  department  had  2200  adults  and  240  families 
(including  333  adults  and  406  children)  housed  in  hotel  rooms  and  an 
additional  340  beds  in  the  back  up  shelters.   Efforts  toward  providing  stable 
lodging  and  social  services  have  improved.   Negotiations  begun  in  Fiscal 
Year  1983/84  with  the  San  Francisco  Housing  Authority  to  make  a  fixed 
number  of  units  available  to  homeless  families  appear  to  be  reaching  a 
positive  conclusion.   This  effort,  coupled  with  the  closing  of  applications  for 
new  homeless  families,  serves  to  improve  the  ability  of  the  department  to 
work  effectively  with  families  who  desire  a  stable  living  environment. 

In  addition,  the  rent  fees  which  the  department  collects  from  the  families 
for  rent  offset  the  hotel  costs.   The  latest  information  received  by  my 
office  indicates  that  approximately  SI  million  is  collected  in  income  from 
clients  and  the  cost  of  the  hotel  is  $5  million  dollars  annually. 

—  >  Based  on  a  staffing  problem,  the  department  did  not  respond  to  my  request 

that  performance  measures  be  established  for  this  program  in  Fiscal  Year 
L 984/85.  However,  you  indicate  that  measures  will  be  set  for  the  current 
fiscal  year. 

I  fully  expect  to  review  these  performance  measures  by 
January  15,  1986. 

FAMILY  AND  CHILDREN  SERVICES  (Out-of-Home,  Intake,  In-Home) 

—  >  I  am  very  concerned  about  the  overall  performance  of  the  Family  and 

Children's  Program.    Two  of  three  targets  were  missed  in  Out-of-Home 
Services,  Intake  Services  did  not  provide  a  report  for  one  target,  and  there 
were  no  performance  measures  set  for  the  In- Home  Services  Program. 

Frankly,  I  find  this  performance  and  the  reduced  number  of  measures 
perplexing.    I  am  advised  by  several  sources  that  the  caseload  has  escalated 
and  that  there  are  over  200  children  in  an  emergency  shelter  program  that 
was  originally  designed  for  80  children.    I  am  also  aware  that  there  is  a 
greater  overall  demand  for  children's  services  and  the  department  is 
responding  to  the  service  demand. 

Performance  must  be  measured  and  monitored.    Please 
report  to  me  by  January  15  on  measures  proposed  and 
performance  to  date. 


Mr.  George  Yamasaki,  President 
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—  >  You  may  recall  that  24  additional  social  worker  and  clerical  positions  were 

approved  in  October  1984,  due  to  emergency  service  demands  in  the 
Children's  Emergency  Services  Program.    At  that  time,  I  requested  that 
MBO  performance  data  be  compiled  to  show  the  impact  of  the  added 
positions.   To  date,  no  performance  measures  have  been  established. 

I  understand  that  the  caseloads  are  continuing  to  climb  and  it  has  been 
suggested  that  additional  positions  may  be  requested.    As  you  can  well 
imagine,  the  lack  of  response  to  my  request,  after  approving  the  positions  in 
October  1984,  makes  it  difficult  for  the  department  to  receive  a  positive 
response  to  future  position  requests.   Performance  must  be  documented. 

I  am  aware  that  Federal  PL  96-272  through  STATE  SB  14,  has  specific 
mandates  for  each  of  the  Family  and  Children's  Programs.   Since  there  is 
apparently  some  uncertainty  about  which  performance  should  be  measured 
and  monitored,  I  suggest  that  SB  14  requirements  be  used  to  measure 
performance.    Hopefully,  that  will  provide  the  basis  for  comparing 
performance  annually. 

Please  indicate  to  me,  by  January  15,  that  SB  14 
requirements  have  been  included  to  measure 
performance. 

OVERPAYMENT  AND  COLLECTIONS 

—  >  This  unit  met  or  exceeded  its  targets.   The  number  of  quarterly  cash 

overpayment  computations  completed  per  worker  was  83  in  contrast  to  the 
target  of  65  computations.   Food  Stamp  overpayment  computations  was 
targeted  at  150  per  worker/quarter  and  205  computations  were  completed. 

—  >  The  relationship  between  Overpayment  and  Collections  and  the  Special 

Investigations  Unit  is  specific:   S.I.U.  generates  revenues  that  are  collected 
by  Overpayment  Unit.    The  Overpayment  Unit  targeted  S600.000  in 
collections  from  all  sources  including  S.I.U.  but  generated  5585,504.    While 
the  Overpayment  Unit  increased  its  revenue  from  S547.503  in  Fiscal  year 
1983/84,  the  total  revenue  is  less  than  the  S608.896  operation  cost  of" the 
S.I.U. 

—  >  Since  Fiscal  Year  1983/84,  my  office  has  received  a  copy  of  the  Controller's 

Audit  Report  on  the  Collections  Unit.    Concern  was  expressed  about 
operating  procedures  of  the  unit.   Operating  procedures  were  unavailable  to 
regulate  various  categories  of  accounts,  and  the  Collections  and  Reporting 
System  was  inadequate  to  serve  the  information  needs  of  the  collections 
staff.    The  audit  report  recommended  that  the  Overpayment  and  Collections 
Unit  seek  assistance  to  develop  a  comprehensive  procedures  manual  and  that 
standards  be  set  for  operations  and  performance.    In  addition,  it  was 
recommended  that  old  uncollectable  accounts  be  purged. 

Kindly  advise  me  in  writing  of  the  status  of  the 
department's  response  to  the  audit. 
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Taking  the  larger  view,  I  again  note  that  the  department  met  85%  of  their 
performance  measures.   And  I  repeat,  this  performance  represents  the  first  time 
that  the  department  achieved  this  goal.   This  is  commendable.   However,  I  am 
concerned  that  there  are  some  critical  areas  where  measures  are  inadequate  or  where 
actual  performance  is  not  being  reguarly  reported.   This  should  not  continue  and  I  ask 
the  Commission  to  give  these  issues  your  personal  attention. 

I  encourage  you  to  continue  to  meet  the  program  challenges.   You  have  my  continuing 
support  for  your  progress  in  achieving  your  goals. 

Again,  thank  you  for  your  cooperation. 

Sirtfcerely  yours, 


Ed  Sarsfield 
General  Manager 
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Office  of  the  Mayor 

SAN     FRANCISCO 


October  8,  1985 


DlANNE   FEINSTEIN 


Mary  I.  Callanan 

Treasurer,  City  and  County  of  San  Francisco 

City  Hall  Room  1 10 

San  Francisco,  CA  94102 


Dear  Mary: 


I  have  just  completed  my  review  of  MBO  performance  in  the 
Treasurer-Tax  Collector's  Office  for  1984-35.  Productivity 
continues  to  be  auite  nigh  in  all  areas  of  the  office.  However,  I 
do  have  a  few  concerns  that  arose  after  reviewig  your  workload 
results.  First,  though,  the  good  news: 

Processing  of  Property  Tax  payments  took  three  days  in 
Decemper  and  two  days  on  April,  exceeding  the  target  of  three 
gays .  This  program  continues  to  improve  its  performance,  with 
automation,  without  adding  staff.  This  matches  your 
performance  in  FY  1983-34.  My  congratulations  to  the  program 
manager  ana  all  of  the  employees  in  this  program;  just  a  few 
years  ago,  the  processing  time  was  up  to  3  days. 

The  rate  of  return  on  all  investments  was  11.27%,  down 
slightly  from  Ft  '933-34,  put  well  abov e  :n e  10.71%  earned  py 


the  State  Local  Agency  Investment  FUnd.   'his  1 
program  which  has  performed  well  for  a  numoer  o 


anoth' 


years,  we 

have  come  to  e<pect  good  performance  and  have  also  come  to 
rely  on  the  income  provided  by  tne  interest  earned.   I  would 
like  to  recommend  that  the  target  pe  cnanged  to  not  only 
outperform  the  State  Fund,  but  to  do  so  by  at  least  1%. 
Please  letme  know  if  this  is  reasonable. 

I  am  pleased  to  note  "at  Business  Tax  statements  were 
processed  in  11  days  rather  than  at  the  opjective  of  13  days. 
I  think  the  improvement  is  due  in  large  part  to  the  testing  of 
the  ta<  preparation  instructions  on  non-Business  Tax 
employees.  Too  often,  there  is  a  tendency  to  think  that  all 
taxpayers  are  just  as  expert  in  filling  out  forms  as  the  tax 
collectors  are. 
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The  Delinquent  Revenue  Collections  program  provided  $2.7 
million  in  direct  payments  to  SF  General  Hospital  and  payments 
to  the  Tax  Col  lector.  This  is  well  above  the  target  of  $2.2 
million.  I  am  also  pleased  to  note  that  abandonment  of 
accounts,  as  a  percentage  of  total  accounts,  was  reduced. 
Last  year,  you  may  recall  that  I  expressed  concern  that  too 
many  accounts  were  abandoned  as  uncol lectable.  Given  that 
your  computerized  letter-writing  allows  you  to  at  least 
contact  every  delinquent  account-holder,  I  am  more  comfortable 
now  that  abandonments  are  being  properly  handled. 

The  Licensing  Program  has  improved  its  performance  to  the 
point  where  file  changes  and  payment  postings  to  the 
computerized  license  file  now  take  only  10  days,  as  opposed  to 
the  target  of  20  days.  Performance  in  this  program  has 
steadily  improved  in  the  last  three  years  to  a  point  where  I 
can  now  consider  it  to  be  a  very  well  run  program. 

As  I  said  earlier,  there  are  two  places  where  I  noted  that 
productivity  was  still  high,  but  where  an  examination  of  workload 
indicates  a  reason  for  concern. 

In  Audits,  the  amount  recovered  per  audit  hour  was  $151, 
beating  the  target  of  $130,  but  well  below  the  FY  1983-84 
actual  performance  of  $191.  Nh i 1 e  I  am  concerned  that  the 
recovery  rate  has  dropped,  I  am  also  concerned  that  the  number 
of  audits  performed  only  came  to  1,161,  below  the  established 
target  of  1 ,260.  The  total  audit  collections  were  $4.2 
million,  well  above  the  target  of  $2.4  million.  By  simply 
extrapolating  the  MBO  data  for  average  amount  collected  per 
audit  ($3,628),  missing  these  99  audits  meant  that  we  were 
unable  to  collect  an  additional  $350,000.  Please  work  with 
the  program  manager  to  ensure  that  this  important  target  is 
met  in  1985/86.  Also,  please  determine  if  we  can  reach  or 
exceed  the  $190  rate  of  FY  1983-84  in  FY  1985-86. 

In  Investigations,  there  were  only  12,193  field  calls  on 
delinquent  taxpayers  as  opposed  to  a  target  of  18,000;  this  is 
a  full  337.  below  the  target.  While  I  understand  that  there 
were  emergencies  in  other  office  programs  requiring 
reassignment  of  staff,  I  would  also  remind  you  that  the 
investigators  are  supposed  to  bring  in  much  more  than  they 
cost.  The  total  amount  collected  as  a  result  of  the  reduced 
number  of  field  calls  was  $5.7  million,  well  above  the  target 
of  $3.3  million.  As  with  Audits,  if  we  extrapolate  the  amount 
collected  per  filed  call  and  multiply  it  by  the  number  of 
"missed"  field  calls,  we  may  have  failed  to  collect  over  $2.8 
million.  While  I  respect  your  need  to  be  able  to  reassign 
staff  to  other  functions,  I  would  question  whether  it  was 
economical  to  reassign  the  Investigators  given  the  great 
amount  of  revenue  we  may  have  missed  collecting.  Also,  I  ask 
that  the  revenue  target  be  increased  substantially  for  the 
current  fiscal  year. 


Mary  I.  Callanan,  Treasurer 
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While  the  above  two  will  require  additional  direction,  overall,  I 
believe  that  performance  in  the  Treasurer-Tax  Collector's  Office 
continues  to  be  quite  good  and  you  and  your  managers  should  take 
justifiable  pride  in  the  jobs  you  performed  in  Fiscal  Year 
1984/85.  Keep  up  ttie  great  work! 


DF:SN 

cc:  Mr.  Thad  Brown,  Tax  Collector 
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December  17,  1985 


Mr.  Thomas  Eugene  Horn,  President 

and  Members 
War  Memorial  Board  of  Trustees 
401  Van  Ness  Avenue,  Suite  110 
San  Francisco,  California  94102 

Dear  Commissioners: 

The  War  Memorial  Performing  Arts  Center's  fiscal  year  1984-85 
Management-by-Objecti ve  (MBO)  Performance  Report  has  been  reviewed  by 
me.  By  all  indications,  you  and  your  staff  performed  well.  The  usages 
of  facilities  continue  to  increase  and  the  new  measures  for  increased 
licensee/patron  satisfaction  were  easily  achieved. 

The  continuing  trend  of  increased  usages  of  your  facilities  is  important, 
not  only  as  a  means  of  increased  revenues,  but  also  as  an  indicator  of 
good  management.  For  the  individual  facilities,  the  numbers  are  as 
fol lows : 


Usage 

Usage 

7. 

1983- 

84 

1984- 

85 

Increase 

Opera  House 

397 

415 

4.57. 

Davies  Hall  (Outside  Usages) 

25 

49 

967. 

Herbst  Theatre 

234 

254 

97. 

Green  Room 

201 

252 

257. 

Due  to  these  increased  activities,  your  revenues  from  rentals, 
concessions  and  service  charges  increased  from  $1,034,529  to  $1,085,197. 
These  increased  revenues,  along  with  the  increased  share  of  hotel  taxes 
allocated  gave  you  a  surplus  of  $1.5  million.   This  surplus  enabled  us  to 
take  your  facilities  maintenance  funding  out  of  the  General  Fund  for  the 
current  year.   In  view  of  the  need  to  relieve  the  General  Fund  as  much  as 
possible,  you  are  to  be  commended  in  your  successful  quest  to  increase 
revenues  and  to  hold  down  expenditures.  Given  our  present  financial 
situation,  I  ask  that  you  plan  to  continue  supporting  facilities 
maintenance  out  of  your  surplus  rather  than  the  General  Fund. 


1^0 


[ 

[ 
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In  the  past  fiscal  year,  you  responded  to  my  request  for  measures  of 
patron  satisfaction.  These  measures  do  provide  at  least  a  partial 
picture  of  the  quality  of  services.  The  results  were: 


Increase  lost  and  found 
return  percentage 

Reduce  incidents  of  theft 

Reduce  number  of  complaints 


Target 
40% 


25% 


Actual  Performance 
41X 


35% 


10% 


28% 


Your  performance  in  these  areas  is  expecially  remarkable  in  light  of  the 
increased  activities  in  the  Performing  Arts  Center.  If  the  reduction  in 
the  number  of  complaints  continue  at  this  level  for  the  first  six  months 
of  this  fiscal  year,  the  target  should  be  increased  from  the  present  10%. 

Once  again,  it  was  a  successful  year  for  the  Performing  Arts  Center.  I 
look  forward  to  the  next  review  and  continuing  gains  in  providing  quality 
services  to  our  cultural  community.  Thank  you  for  a  job  well  done. 

Sincerely  yours, 


DF/BL:az 
8959R 


cc:  Thelma  Shelley,  Managing  Director 
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